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Managing Change in the Public Service — 1 
A Guide for the Perplexed 


Introduction 


Part one of the Public Service 2000 (PS 2000) Task Force report on 
Workforce Adaptiveness discussed some key characteristics of adaptive 
organizations. Under the themes of leadership and outer-directedness, this 
section touched on the need for vision, feedback (capacity for self-review), 
client orientation, exploration and creativity/risk-taking. 


Part two addressed additional fundamental issues for adaptive organizations 
— those for which specific system changes could be prescribed within the task 
force mandate. They included: 


¢ new approaches to recruitment 
* career opportunity | 

e productivity incentives 

* empowerment 

e resource allocation 


© performance assessment 


This guide is the third and final part of the task force report. It provides 
examples of effective organizations based on the model developed in parts one 
and two. The guide is organized according to nine themes (listed in the Table 
of Contents). It describes "best practices": how some entities are managing 
change successfully. The organizations selected have all undertaken important 
and instructive initiatives. Most are public service organizations, but cases 
from the private sector are also included. 


Most of the stories have happy endings, but we also look at some of the 
mistakes people made. No experiment is ever a complete failure if we learn 
from it. 


When we refer to the "post-PS 2000 period", we assume that most PS 2000 
task force recommendations have been accepted. Our intended audience is 
primarily new public service managers — post-PS 2000 managers who will, we 
hope, recognize themselves in the scenarios. We would like this guide to 
stimulate your imagination, and encourage you to try new things and to get 
in touch with people who are facing the same challenges. 


Although we discuss management theory, this guide is not intended to be 
prescriptive. It won’t give you all the answers. You must find your own 
solutions — ones that are appropriate for the culture and operating methods of 
your organization. : 


The guide is not definitive. Undoubtedly you know of cases that aren’t 
included here. New high-performing organizations in the public service are 
emerging all the time. So the guide is infinitely expandable. There should be 
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future stand-alone editions incorporating readers’ suggestions and new cases. 
Future editions of the guide could also track the progress of certain 
departmental initiatives and show not only how change is implemented but 
also how it’s sustained. 


Think of this guide as a roadmap that will help you make your way through 
the changing landscape of the public service. 
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Travelling in a New Landscape: 
Changing Organizational Culture 


Organizational culture is the pattern of shared beliefs, assumptions and 
behaviour that members of organizations acquire over time. It is based on: 


¢ formal or official values — for example, stated goals, policy manuals, 
corporate philosophy statements, etc.; and 


¢ informal reality — the subjective, subtle forces that develop over time 
and influence thought and behaviour; for example, informal ground 
rules, unofficial guidelines and "the way things really are around here." 


Culture is conveyed in many ways. Oral and written communication, structure, 
reward systems, even physical facilities — all reflect the unique character of 
any organization. Each organization has its own stories, legends, myths, rituals 
and symbols. It also has its own ways of defining power and status. 
Organizational culture is the framework within which managers operate; it 
determines the meaning of organizational events. Activities like office parties, 
for example, are justified as a way to strengthen the culture. 


Culture becomes very important when a major change, like PS 2000, occurs. 
As managers, you must know how much the existing culture will support 
changes and how much it needs to be modified to do so. Trying to accomplish 
significant change without considering the dynamics of culture can result in: 


¢ no change; 

* only the appearance of change; 
* superficial change; 

¢ short-term change; or 


¢ distorted change. 


There is an overall public service culture and individual departmental 
subcultures. As you review the examples of organizational change by theme, 
ask yourself "What key elements in our organizational culture have to change 
before we can move in the right direction?" 


Adaptive cultures can weather change most successfully. They can even 
flourish in uncertain times. In fact, adaptiveness is the most important 
characteristic of today’s most effective organizations. 


But what are public servants and their organizations supposed to adapt to? 
People who raise this question often expect a specific answer like "you must 
adapt to a new computerized information retrieval system." The best answer: 
that managers will increasingly have to adapt to change itself. Adaptive 
people — or organizations — readily adjust to change. Successful adaptation 
must be more than passively tolerating, accommodating, going along with or 
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coping with change. It must be active. After PS 2000, you will be expected 
to anticipate and manage — even to instigate — change. 


This new public service landscape won’t evolve overnight. Over time, it will 
begin to reflect the efforts of many individuals applying a new ethic in their 
workplace. Together they will create a more flexible and effective 
organizational culture. Progress will come through bottom-up and top-down 
collaboration. The onus will be as much on individual managers as on the 
senior officials involved in the original PS 2000 task forces. 


PS 2000 is a continuing process of re-vitalization. How long will it take? 
Some say it will be at least ten years before we see substantial changes. Long- 
term planning is wise, but as Maynard Keynes put it: "in the long run, we are 
all dead." The heroes of the organizational vignettes that follow are the - 
prescient managers who weren’t willing or able to wait. They felt, at some 
point, a "sense of urgency", and they moved boldly to take control of the 
situation. (See Tom Peters, Thriving on Chaos, chapter 5). 


Otto Brodtrick, author of the "Well-Performing Organizations" chapter in the 

1988 Auditor General’s report (a hitherto unlikely place for such material), 
cites three key reasons why some public sector organizations were not willing 
(or able) to wait, and acted boldly: 


e there was a crisis or threat (a "push" motive); 


e there was a strong demand from an outside influential group (perhaps 
the Auditor General’s office) — another push motive; and 


e there was an obvious opportunity; for example, a newly-arrived leader 
(the "pull" motive). 


When changing an organization’s culture, timing is important and charismatic 
leaders can do a lot. But the right leader, or the right opportunity — a perfect 
set of circumstances — may not be available. The need for change, however, 
is constant. "Managers and their employees must be interpreters and intelligent 
‘mediators between an uncertain, unpredictable environment on the one hand 
and the operations and capabilities of their organization on the other." (Section 
4.48, "1988 Report of the Office of the Auditor General") 


Various studies have shown why it’s necessary to change the culture of the 
Canadian Public Service. (Zussman, etc.) Discussions of adaptiveness 
elsewhere (for example, Harwood 1990) indicate what, in broad terms, the 
public service needs to be like. Task force recommendations made so far have 
fleshed out some important system changes we can start on. The best practices 
described in this guide show how certain organizations have changed their 
culture and modus operandi. . 
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You can change an organization’s culture by: 


dismantling constraints: tinkering with process. Legislative changes to 
the mandates of central agencies can help in developing new cultures 
(for example, by streamlining staffing). 


working around constraints: focusing’ on results and achieving 
objectives. 


going beyond constraints: coming up with an idea — to which there are 
no apparent obstacles — and implementing it. You may encounter 
roadblocks later, as various constituencies mobilize to resist, but you 
don’t let yourself be immobilized by fear. 


modelling: looking at how others used the three previous methods. Why 
and how were they successful or unsuccessful? Would it work for me? 
Who should I talk to? Who will I have to involve? And so on. 
Managers may start off by using others as models, sensing their 
organization could be improved in similar ways. If this works, in time 
those managers may then become models of change for others. 
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Roadmap for Change 


The literature on managing change has recently mushroomed. (There are at 
least a dozen important citations in the References section.) What follows is 
a brief summary of the main principles. (Public Service Commission (PSC) 
Review Directorate, 1990) These are guidelines only. The source documents 
describe "how to" information. 


The four basic steps in the change process are: Evaluation, Planning, 
Implementation and Follow-up. 


Step 1: Evaluation — making the decision to change 


The nine principles of evaluation are: 
1. Know your organization (structures, people and policies) well. 
. Know your organization’s culture. 
. Identify what needs to be changed and why. 
. Assess external forces and obstacles to change. 
. Evaluate the downside (for example, impact on customer service). 


. Assess internal and external allies. 


JIN NA BPW WN 


. Forecast stakeholder (employees, unions, clients and media) response to 
change. 


8. Ensure all senior managers (including your boss) are committed. 


9. Listen to what stakeholders have to say about the need for change. A 
critical mass of employees must understand, accept and support the need 
to change. 


PS 2000 has been called a top-down exercise, one in which most employees 
had little input. This is misleading. Most of the senior managers involved in 
the task forces were already very familiar with the issues and what their 
employees thought of them. Secondly, many of these managers made a 
significant effort to solicit employee opinions. In fact, some task forces 
directly and systematically canvassed employees at all levels and in all 
regions. Thirdly, task force recommendations are only a starting point. Action 
plans — stemming from debate and discussion by employees — must be 
developed, negotiated and approved. Most decision-makers realize that for 
change to be successful, employees must feel that it is their effort. Finally, 
continual adjustments will likely be made. If policy and program changes 
don’t work (make for more adaptiveness), there is room for fine-tuning and 
reiteration. 
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Practising the Nine Principles of Evaluation: 
Some Techniques 


environmental scans: analyze trends and forces in 
your organization; consult with other jurisdictions. 


organizational reviews: how does your shop work 
and what are the potential problem areas? Use 
results of audits, program evaluations, etc. 


surveys of staff: determine readiness for change, 
get suggestions, gauge employee understanding of 
the organization’s mission, etc. Or you can use 
informal methods like "management by walking 
around". 


senior management retreats: guided workshops 
can produce a clear consensus on vision, mission 
and values. Subsequent workshops can generate 
concrete plans. Emphasize commitment, especially 
to teamwork and shared decision-making. 


focus groups: identify areas of conflict; resistance 
and patterns of consensus. Use to test reactions to 
proposals. | 


Step 2: Planning for change 


When planning for change: 


1. Develop realistic objectives. What can you change in the short-term? the 
long term? | 


2. Identify, obtain and allocate the right resources. 


3. Allow enough time; don’t be over-optimistic — change is a continual 
process. 


4. Clarify employee roles, responsibilities and (especially) expectations. 


5. Enlist the people most likely to be effective at change to help you lead 
the process. 


6. Detect opposition — reasons for potential resistance — and decide how 
to handle it. 
People resist change because: 
¢ they helped create the situation you’re trying to alter; 


e their hope that the new plan will clarify a sense of direction is 
smothered by their fear of the unknown; 
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they’re relieved by the call to action but anxious about doing the right 
thing; 

the stimulation that change implies causes pressure as unforeseen 
consequences arise; or 


the satisfaction change brings is balanced by sadness at the downgrading 
of familiar values and the loss of prestige when traditional behaviour is 
no longer rewarded. (Tichy, 1986) 


Step 3: Implementing change 


To implement change: 


l. 


Empower employees — make them feel responsible for change. 
Encourage participation. Provide the appropriate resources. 


. Communication must be consistent and effective. Make a point to find 


out what people don’t know or understand. 


. Ask for periodic feedback from employees. Act on it. 


4. Don’t oversell. Advocates for change often feel they must oversell to 


get it accepted. But overselling: 
* creates unreasonable expectations; and 


* ‘sets in motion a political juggernaut that can’t be stopped, even when 
the strategy for change must be re-assessed. Promote a balanced 
view of what can be accomplished. 


. Counteract backsliding into old habits, damaging rumours and lost 


momentum. 


Tactics: Use promotional material (videos, brochures, pins, posters, 


buttons, etc.). Be creative. 


6. Consider offering counselling to staff to relieve their anxieties. 


. Reward and publicize behaviour that furthers progress. Acknowledge 


contributions. Celebrate milestones. Use newsletters, social functions, 
etc. 


. Senior management must model the change, drive the process, 


continually articulate the vision that inspires the change and back up 
words with actions. 
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Uncomfortable Consequences of Change 


Typical outcomes: 


disengagement: an explicit event triggers the 
transition and changes the "status 
quo." 


disidentification: identities must be recast to fit the 
new reality. If you hear "This is 
how it used to be", the process is 
not complete. 


disenchantment: coming to grips with the fact that 
whatever was enchanting in the 
past can no longer be. If this 
doesn’t occur, disillusionment sets 
in. | 


disorientation: | dealing with the period of turmoil 
when anchors are neither in the 
past nor in the future. 


(Tichy, 1986) 


Step 4: Follow-up 


To assess the effectiveness of change, ask: 
1. Has it worked?; why or why not? 
2. How will it be maintained? 
3. What were the unanticipated results? 
4. What do we do now? 
Tactics: senior management retreats, surveys and structured solicitations 
of stakeholders’ views. 


These questions can be useful at any stage of change management. 


Next, we discuss examples of changing organizations. Some undoubtedly 
observed some of the principles and used some of the techniques already 
noted. 
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Showing the Way: 
Examples of Adaptive Public Sector Organizations 


As you go through the following pages, you may react with surprise or © 
disbelief. You may think "Why didn’t I hear about this until now?" or "This 
is great; I can use some of this in my shop!" Or "I know that outfit; there’s 
no way you could say it’s adaptive." 


Some caveats are in order. The cases described were selected over a fairly 
short time, and include only highlights. For more detail on the evolution of 
the changes discussed, pros and cons of the actions taken and current status, 
consult the organizations listed in the Thematic Index section of this guide. 
They can give you a much more vivid account of their experiences. 
Remember too, this is not a textbook. These cases are intended ony as 
illustrations for discussion; they haven’t been audited. 


The cases discussed do not represent a total of change programs to date; they 
are samples intended to represent each theme. You may know of other 
examples that could.be used in future editions of this guide. 


You may feel a certain case inadequately reflects the guiding principles of 
adaptive organizations. And you may be right. However, even incremental 
changes can be beneficial and, even when they don’t succeed, the philosophy 
and intentions of change agents can be instructive. 


You may believe that, when a change occurred, circumstances were right and 
the organization "lucked in". Since then, circumstances may have altered and 
the organization may have lost its claim to excellence. This may be true. 
People don’t stand still while we write about them. A subsequent setback 
should not take away from the initial success; but it does underline the 
importance of sustaining any change effort. 


Furthermore, an organization may have gained in one area (empowerment, for 
example) but lost in one or more others. Again, beware of generalizations and 
resist the impulse to dismiss the whole case as irrelevant. No organization is 
immune to this phenomenon: look what happened to IBM! Rarely do we find 
an organization that is adaptive in all respects. However, some of the 
departments and crown corporations reviewed here do display good practices 
across several themes. 


A few cases were also included to illustrate mistakes and failures. Some you 
may already know about. An unfortunate number of organizational changes 
seem to begin on a negative note: bold leaders must deal with a dismaying 
array of problems. But quite a few manage to win through. 
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The following is a summary of the nine themes discussed in the following 
sections: | 


Vision 

Pace-setting organizations spend time developing a vision for the future. They 
articulate their mission and make sure norms and shared values are 
understood by everyone. The Department of Indian Affairs and Northern 
Development (DIAND) acknowledged this through its‘Council for Change | 
project. Other departments made similar efforts, including Employment and 


Immigration Canada (EIC), Canada Mortgage and Housing Corporation 
(CMHC) and the National Parole Board. 


Leaders as change masters 


Pioneering organizations manage change well. This theme is illustrated by the 
National Energy Board’s experiences with downsizing and Apple Computer’s . 
struggle to reposition itself in a changing marketplace. ‘In both cases, leaders 
showed how they made the best of a bad. situation. , 


Creative recruiting 


The most effective organizations look for very specific employee 
characteristics. Recruiting methods in the American and Japanese public 
services are described briefly. EIC, CMHC, the Public Service Commission 
(PSC), Citicorp and the U.S. Navy are other examples of organizations that 
have used innovative recruiting strategies. 


Empowerment, risk-taking and resource allocation 


The fourth section describes these three inter-related themes. The Work at 
-Home Program at the Trade-Marks Examination Branch of Consumer and 
Corporate Affairs (CCA) is a good example of the first two. EIC, CMHC and 
the public services of several other countries (for example, Japan and 
Germany) have made (or are going to make) strides-in these areas. 


Empowerment is a fundamental characteristic of adaptive organizations; it is 
perhaps the most salient issue in current management writing. Perhaps 
ironically, it is one of the least distinguishing aspects of hierarchical 
organizations (bureaucracies). Until now, risk-taking has also been alien to 
these organizations. This section also describes how risk-taking affects central 
agencies. 


Significantly, despite legal and other hindrances, a few public service entities 
are starting to acknowledge the benefits of empowerment. There is also some 
movement toward encouraging risk-taking and allocating resources more 
creatively, justly and logically. 
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Challenging career opportunities and effective incentive systems 


These two fundamental attributes of adaptive organizations are reviewed in 
section 5. The classic example of an initiative gone awry (at least for now) 
is Statistics Canada’s non-financial incentive program for clerks. EIC has 
made many gains in this area and some of its programs are listed. There is 
also an instructive look at the innovative way CMHC and CCA’s Bankruptcy 
Branch tackled the challenge of career opportunities. 


Visibly acknowledging performance 


This theme involves performance appraisal — an issue at the heart of 
management in the public service. Some organizations have fared reasonably 
well — for example, CMHC, Atomic Energy Canada Limited (AECL) and the 
Saskatchewan Public Service. The post-PS 2000 period could be a time for 
real progress in this area. 


Exploring different perspectives 


In the literature on successful organizations — public or private — this rather 
vague phrase takes on a very special meaning. Not a formal policy, program 
or legislative topic, it is a way of thinking, a necessary post-PS 2000 attitude. 
It means, among other things, communicating across branches and 
departments, and building coalitions and partnerships, including alliances with 
the private sector. Labour Canada, the Department of Supply and Services, the 
RCMP and the Japanese Public Service have all pioneered work in this area. 


Client orientation 


This section discusses customer service. Client orientation is no longer a 
meaningless catchphrase or an optional quality to look for in new employees. 
It’s essential. One of the PS 2000 task forces explored this theme in great 
detail and major studies will likely be made. The section also describes 
innovations made by EIC, Communications Canada, Canada Post, the PSC 
and IBM. For more information on this subject, read the final report of the 
Task Force on Service to the Public. 


Feedback 


Adaptive organizations regularly canvass both managers and rank-and-file 
employees. They periodically survey morale and act on results quickly. They 
use consultants to help them. CMHC did this in a comprehensive fashion; 
their example may provide some insight into the philosophy of self-analysis. . 


More to think about 


This section includes a potpourri of suggestions the reader may want to 
further explore. Like the rest of this guide, it’s infinitely expandable. 
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1. Vision and Values 


"You can always hit what you don’t aim at." 
Arthur Bloch 


The organizations we are about to describe have discovered the importance 
of a vision when dealing with change. Vision is the ideal for which the 
organization and its members strive. It is the :mage of what the organization 
will be in the future. 


In many organizations, people aren’t encouraged to fantasize about the future; 
ideas that aren’t presented in great rational detail are easily dismissed as half- 
baked. However, effective leaders begin journeys on roads that aren’t always 
clearly marked. When you have a vision, you already have the seed of a 
mission statement; once you know your mission, you can set an agenda with 
the priorities you have to observe to make the vision reality. 


When people work as team members they can introduce personal priorities. 
You may ultimately run up against one of Murphy’s laws — "For every 
vision, there is an equal and opposite revision." 


Or you could think of it in architectural terms: 


. .. we can talk about the difference between designing a building to fit 
a specific site and renovating an existing structure. Both are creative 
endeavors, but the design of a new structure is clearly the easier task 
because it is frequently more difficult to imagine what can be when ~ 
confronted with what is. We are limited and constrained by the current 
structure, and it is often harder to visualize how it can differ in both 
function and form. (Tichy, 1986) 


In renovation, the architect must assess the total structural soundness of the 

building: 
... the architect . . . is frequently forced to guess about the condition 
of the wiring, plumbing and support structure until the walls are torn 
out. The renovation is also complicated by the fact that the existing 
tenants may have to live in the building while it’s being renovated. The 
inconvenience frequently results in second thoughts about the wisdom 
of the decision to rebuild the structure. (Tichy, 1986). 


In the context of PS 2000, vision means renovation but not arbitrary change. 
The cases we describe show how vision emerges as a response to a need for 
some guiding principles. Managers, more often than not, could sense that their 
organization wasn’t managing change well. 
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Developing a mission isn’t the same thing as strategic planning, which often 
generates a lot of paper but fails to capture the organization’s ideals. When 
it is reduced to numerical projections, mission is trivialized: 


The idea of an effective enterprise being energized and guided by a 
succinct and uplifting philosophy that dares everyone to take risks to 
realize its challenge is a compelling one — especially as an alternative 
to guidance via necessarily static, 300-page strategic plans and 1,700- 
page policy manuals written for yesterday’s placid conditions. (Peters 
1987, p. 401) 


And Tichy adds: 


An artist’s rendering of the building lacks a good deal of the technical 
detail that is an actual part of a structure because attention is given to 
creating a model [to communicate] the concept and the architect’s 
vision. (Tichy, 1986, p. 131) 


You can use a variety of techniques to develop vision, articulate a mission 
and elicit shared values. You can, for example, ask people to mentally project 
themselves into the future and describe the organization to a publication. 
There are several other workshop exercises based on writing scenarios. You 
_ can ask your staff to take a hard look at the culture of your organization: what 
works, what has been memorable and what motivates people? You can ask 
people outside the organization for their honest opinion. Or you can convene 
a group to identify the top-ten best experiences in the organization and the 
most common irritants. Anecdotal information is important; you must be 
prepared to ask good questions and listen carefully to the answers. 


Many organizations have already done this. (For examples of mission 
statements based on leaders’ visions, see Nininger, 1982.) 


Employment and Immigration Canada (EIC) began work on a mission 
statement in 1982. This was not a one-time event, but a continuing process. 
In 1984 they published a six-page booklet on their new management 
philosophy that outlined their central beliefs and values and the behaviour 
they considered important. Particularly noteworthy is the last page, left blank 
except for the title "My Personal Goals, to implement the philosophy of 
management." 


In 1985 managers’ workshops were set up to decide what needed to be done 
to make the philosophy a reality. In 1987 an executive committee meeting at 
the Opinicon Conference Centre established some major initiatives. The 
workplan that emerged included an internal communication policy. Further 
workshops were held in 1988 on quality of service, Performance Review and 
Employee Assessment (PREA), recruitment, etc. EIC continues to revise its 
mission statement in light of new legislation, changing technology and 
evolving client profile. 
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In the public service, defining vision isn’t easy: . 


An operation works best when it has a single, clear, unmistakable 
objective that everybody understands and toward which you can harness 
and gear all activities. But most government departments have multiple 
objectives and they overlap each other. And in addition to those 
operational or mandate situations, all of them must attain peripheral 
objectives that have nothing to do with their mandate. (Brodtrick and 
Paton, 1982, p. 12) 


But people manage to define it anyway. For example, CMHC used a 221- 
question climate survey in 1988 to gauge employees’ understanding of the 
corporation’s mission. The survey found that the majority of employees 
thought senior management had a very clear idea of the corporation’s short- 
term prospects (three to five years) and that plans were in place to realize 
them. Employees were also aware of senior management’s vision — partly 
because of close communication between management and employees. 
(Canadian Comprehensive Auditing Foundation (CCAF), 1990) 


The Department of Indian and Northern Affairs (DIAND) has an 

organization-wide project under way called the Deputies’ Council for Change. 
Selected employees at all levels (councillors) were gathered in working groups 
to determine and resolve issues of concern. One task (which is also being 
duplicated in some other departments) is to develop a mission statement and 
core values document. Employees are strongly encouraged to participate. 
DIAND is trying to synthesize the views of both native and non-native staff 
in all regions. Although consensus is difficult to achieve, progress has been - 
made. 7 


For example, while they. grappled with semantic ambiguity (some objectives 
have politically loaded connotations), employees agreed that a mission 
statement must serve as a guide for the department; they also thought a slogan 
would help to create a sense of identity. 


They preferred a mission statement that would be inspiring rather than 
bureaucratic; it had to be clear, brief and easy to remember. They also 
considered having more than one mission statement to reflect the different 
facets of the department’s work. 


Participants generally agreed that any final statement must include a 
recognition and definition of department obligations; it should communicate 
pride in the organization and include everyone to whom DIAND provides 
Services. 


Participants were asked to suggest core values. The three most important 
values suggested by each person were collated and discussed in terms of 
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certain criteria (for example, being tangible or self-evident). The most 
desirable values that employees felt the organization should demonstrate were: 


¢ mutual respect 

e excellence 

* sense of purpose 
¢ adaptability 

e loyalty 

¢ honesty/openness 
* equity 

¢ integrity 


At DIAND, the process of developing mission and values is a highly 
consultative one. Employees get documentation (for example, minutes of 
council for change meetings) and are encouraged to think about ideas once 
considered the exclusive concern of high-level management. Employees are 
also asked to think about how to improve organizational effectiveness, which 
necessarily involves issues like PREA, job enrichment, etc. Specific working 
groups were organized to deal with each major topic, solicit employee views 
and give them structured and periodic feedback. The mission/values exercise 
is clearly not being done in isolation; it is but one component of a major 
internal review. 


In 1986 the National Parole Board began the process of major organizational 
change. There were important historical antecedents. In 1974 the board was 
decentralized. This inevitably led to internal wrangling over jurisdiction, as 
well as problems in reporting to headquarters in Ottawa. In succeeding years, 
resources became scarce; this led to internal competition. As well, both the 
Parole Act and the Penitentiary Act were changed. Parole decisions were 
increasingly challenged in the courts and questioned in the media. What 
seemed like a loss of decisiveness and control contributed to low morale 
among employees. | 


In 1986 a new chairman decided that something fundamental was missing. 
People who worked for the board needed to agree on what they were in 
business for. He thought a consensus on the board’s mission might reduce 
internal conflict. He also believed that employees had to participate in 
developing a consistent set of corporate values. Once agreed upon, these 
values would in turn inform a new, more consistent decision-making system 
that would make the board more responsive to public concerns. 


The chairman sent a draft letter on the board’s mandate to all members of the 
organization. His ideas were reviewed by a task group (which reported to 
him) using input from the regions. Meetings and survey research followed. 
Eventually, a mission statement was adopted. 
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Managers subsequently diffused the mission statement to the working level. 
A year later, the board did a survey to assess the mission’s impact and 
determine if core values were being respected. 


One important survey result was that a form of "reverse accountability" 
‘emerged. (Pullen, 1990) Employees began to hold management accountable 
for adhering to mission statement principles. Staff had taken these principles 
to heart; they had become expectations about the way things were done at the 
board. 


The second phase of the board’s transformation involved an organizational 
review. There were problems: managers had underestimated both the 
complexity of reorganizing and how much cooperation was required from 
central agencies. Formal communication channels were still aligned with the 
old organizational structure, even though this had changed. Since the 
organization’s culture was also being changed, informal channels were 
disrupted as well. This led to confusion and uncertainty. 


The third phase was the development of a framework for parole decisions. 
Historically, the Parole Act had allowed the board absolute discretion. A 
checklist was used, which typically included such parolee characteristics as 
criminal involvement, performance since admission and appropriateness of 
release plans. The new framework was based on risk assessment and 
reintegration potential as the dominant considerations in granting release to 
prisoners. 


A task force composed of headquarters and regional staff analyzed existing 
release policies, identified gaps and proposed innovations. They issued a 
preliminary draft of the revised manual, which was subsequently approved by 
senior management. This exercise represented "a major effort to improve 
parole technology to match the demand of the new mission and values." 
(Pullen, 1990) 


The mission and values exercise was the catalyst. in the board’s 
transformation. In turn, the mission definition was influenced by internal 
culture, external events and the various stakeholders (there were about 24 
major interest groups involved). It wasn’t an easy job. For example, the 
Correctional Law Reform Commission was operating during this time and key 
people weren’t always available. Nevertheless, the board eventually developed 
a better understanding of its relationship with its internal and external 
constituencies. 


The first requirement for an adaptive organization is a vision that can be - 
translated into a mission, supported by shared values. The following example ° 
shows how values can be shared and illustrates at least six of our nine themes. 


The Department of Fisheries and Oceans (DFO) organized a conference in 
July 1990 to discuss issues raised and recommendations made by the "Task 
Force Report on Barriers to Women in the Public Service". Employees at this 
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conference came up with action plans to improve the career prospects of 
women at DFO. The Deputy Minister’s (DM’s) speech to the group (Fisheries 
and Oceans, 1990) discussed the following: 


shared values: The DM acknowledged a "tribal consensus" on the issue 
of career advancement for women and offered to accept all 
recommendations presented by his staff. 


leaders as change masters: He acknowledged the need for major 


change, and his own responsibility for and commitment to it. 


empowerment: He declared that central agency approval should not be 
an obstacle to action and that DFO could do many things in-house. 


career opportunities: He admitted that the organization could only 
benefit by offering more challenging career opportunities to women. 


visibly acknowledging performance: He mentioned specific employees 
who would be involved in the implementation phase of action plans and 
implicitly recognized the positive spirit of the entire group. 

exploring different perspectives: He mentioned adaptive people in 
other organizations (for example, Wally Clare in the Office of the 
Superintendent of Bankruptcy at CCA). 
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2. On the Frontier — Leaders as Change Masters 


-"The best way to predict the future is to invent it." 
Alan Kay, Apple Computer 


Effective organizations have two key characteristics: they manage change well 
and their leaders have vision. Leaders can often foresee change; they get 
ahead of trends rather than behind them: They see change as an opportunity 
rather than a threat. The agents of change function as dynamic internal role 
models. They are not mavericks; they are integrators and facilitators who help 
others do their best. They realize that the mountain looks steepest when you 
are closest to it; they also see instability as a fundamental state in any 
organization’s life cycle (what Tom Peters calls "thriving on chaos"). They 
may indeed prefer the "probable impossible" to the "improbable possible". 


What’s the difference between leaders and managers? Bennis (1989), and 
Bennis and Nanus (1985) provide some insight: 

e Managers administer; leaders innovate. 

e Managers focus on system and structure; leaders focus on people. 

¢ Managers rely on control; leaders inspire trust. 

e Managers do things right; leaders do the right thing. 

¢ Managers always have their eyes on the bottom line; leaders have their 


eyes on the horizon. 


Effective management is "knowing how" and "doing things right"; effective 
leadership is "knowing why" and "doing the right things”. (PSC, 1989) 


Much has been written about leaders with vision. Another key quality is the 
ability to empower others. Empowerment implies trust; to be trusted, leaders 
must show: 


¢ constancy: leaders stay the course because followers expect it of them. 
¢ congruity: leaders walk their talk. 
e reliability: leaders support their staff, unfailingly. 


¢ integrity: leaders honour their commitments and promises. 


It’s easy for managers to see these marvellous attributes as unattainable ideals. 
But it’s not just people like Gandhi who can say: "We must be the change we 
wish to see in the world." On a more modest level, it’s possible for public 
service managers to act like leaders. It may be an oversimplification to say, 
as Max De Pree did: "The first responsibility of the leader is to define reality. 
The last is to say thank you. In between, the leader is a servant." But 
followers make the leader. In an effective public service, this is probably 
more often the case than in the private sector. 


Leaders embrace error; they don’t see failure as a crime. Managers who want 
to become leaders must be prepared to play devil’s advocate. They must 
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distinguish reality from expectations. Leaders are concerned with results more 
than with process. After PS 2000, managers (like the one quoted below), will 
have to put process into perspective: 


Everybody who has any power to influence management in government 
does it by preaching better processes and not better results. If you read 
directives and guidelines from Treasury Board and the Auditor General 
reports, they all address the processes. So you have public servants 
whose only merit is to comply with processes ... Processes are 
organized ways to support managers in doing their jobs. But you’ve got 
to have managers. So a process is only there to help — the process 
doesn’t make things. So I am not too concerned about weak processes 
if you have strong managers. Maybe strong managers don’t need as 
much support. (Brodtrick and Paton, 1982) 


We must be less inhibited in the search for solutions, less conservative in 
ideology, less concerned with keeping the system running and more concerned 
with making it most effective. Managers have traditionally been firefighters, 
reacting to problems as they arise. They have also been too inhibited by 
central agency constraints. In contrast, 


Success will come to those who love chaos — constant change — not 
those who attempt to eliminate it. The fleet-of-foot, value-adding, niche- 
market creator thrives on the very uncertainty that drives others to 
distraction. Stability and predictability are gone for good — and 
therefore must not be the implicit or explicit goals of organizational 
design, the layout of a factory or operations centre, pay schemes, 
strategic planning, objective-setting exercises, accounting systems or job 
evaluations. Victory will go to those who master instability by 
constantly working on responsiveness-enhancing capabilities. (Peters, 
1987) 


Frankly, it’s difficult to find exponents of this view in today’s public service. 
We have to go to the private sector to see the new leadership style in action. 
Admittedly, the case that follows describes an American company that 
provides manufactured products, not public service. However, it does show 
how one person can bring about substantial change, albeit in reaction to a 
financial crisis created by a dwindling market share. 


Apple Computer is a well-known example of an adaptive organization. Its 
meteoric rise was largely due to its charismatic founder, Steven Jobs, who 
recruited young employees unencumbered by corporate traditions and who did 
not believe in failure. He gave them lots of freedom and emphasized vision 
and values more than discipline and accountability. He was a highly effective 
leader during the company’s start-up phase. During this period, Apple 
concentrated on making technically superior products. But by 1985 it’ was 
apparent that this was being done at the expense of meeting customer needs. 
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There was clearly a need for a change in leadership style. John Sculley, ex- 
president of Pepsi Cola, was brought in to revive Apple’s fortunes. With 
Sculley at the helm and the intelligent participation of Apple’s staff, the 
company made significant progress. Sculley eventually wrote a book about the 
experience. (Sculley and Byrne, 1987) 


At Apple, an organizational structure was developed that produced more 
synergy (rather than conflict) between highly creative individuals working on 
their own independent projects. More cooperative alliances with customers 
were formed and ways were found to maintain a flow of ideas for new 
products and ventures. Apple became more market-driven and customer- 
oriented; for one thing, it made its hardware IBM-compatible. 


As a change master, Sculley made bold moves: he laid off 1,200 employees, 
closed plants and wrote off $43 million in losses. He adapted to the market 
crisis by fostering constructive alliances and interactions both within Apple 
and with outside entities. Jobs had been a lone cowboy; Scully was a team 
player. Sculley managed to achieve a healthy balance between the extremes 
of maverick and "corpocrat". Leaders like Sculley: 


. .. explore and communicate values and strategies; they authorize the © 
structures, mechanisms and programs to enable others to contribute; and 
they select. . . ideas [that]. . . get resources and rewards, . . . should be 
spread elsewhere, or. . . will be moved into the company’s mainstream. 
(Kanter, 1989, pp. 371-372) 


Although it’s difficult to find people like Sculley in the federal public service, 
we can find examples of organizations like the National Energy Board 
(NEB) that seem to have managed change well. 


In 1986 the board’s person-year allocation had to be dramatically slashed. 

Management tried to stay ahead of the rumour mill by notifying staff of 
changes as soon as possible. Once Treasury Board approved the workforce 
adjustment plan, NEB consulted with the Public Service Commission (PSC). 
A hiring freeze was subsequently put into effect. NEB talked to other federal 
agencies that had undergone downsizing, such as the Petroleum Compensation 
Group at Energy, Mines and Resources, and asked for advice. A firm of re- 
deployment counsellors was chosen; their help proved to be invaluable. 
Counsellors met with the Executive Director every week and helped managers 
to notify employees. 


Each branch submitted a downsizing plan; these were reviewed and 
consolidated by the Senior Management Committee. NEB emphasised good 
communication throughout the process. Re-deployment counsellors briefed 
each director on how to notify employees. All the rules were followed; for 
example, unions were properly briefed. The Chairman of NEB was thoroughly 
involved in each downsizing phase. Once they had been notified, the 64 
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surplus employees were given counselling and invited to attend seminars that 
explained their rights and answered their questions. Both the Executive 
Director and the Director of Personnel were involved in these seminars. 


Although surplus employees were relieved of regular tasks, many wished to © 
complete particular projects and still wanted to feel part of the organization. 
A communication centre to deal with this kind of problem was set up at NEB. 
Employees could meet there and compare notes. 


Under the circumstances, things went surprisingly well. The rule of reverse 
order of merit was used to identify surplus employees; of these, about 20 per 
cent had ratings of "less than fully satisfactory". However, no grievances were 
registered. 


Twenty-one per cent of affected employees resigned or retired; of these, all 
took advantage of the cash-out option. Another 12 per cent got private sector 
jobs and also received a form of cash-out. Seventy-three per cent were re- 
deployed: a few within NEB and some in other parts of the public service. 
The net result: only three employees were actually laid off. After the staff 
reduction, there was apparently no significant change in the percentage 
representation of targeted groups like women, minorities, natives and 
handicapped. 


You may see downsizing as a reactive and fairly negative response to change. 
However, a fundamental aspect of the NEB exercise was the process. This 
involved . both extensive internal communication and comprehensive 
collaboration with all interested parties. 
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3. The Right Stuff — Recruiting Adaptive People 


"The solving of a problem lies in finding the solvers." 
Arthur Bloch 


To transform an organization, you-need good leaders. But good leaders need 
good followers. Changes are easier to make when the organization’s rank-and- 
file is made up of adaptive individuals. 


Training can do only so much. To revitalize the public service, we have to 
recruit the right kind of people. (See the Recommendations in Part 2 of the 
task force report.) Our selection criteria must be modified to consider some 
of the issues discussed in this report. The task force also recommends 
establishing new training programs and accelerating development opportunities 
for the new Administration and Analysis Group. ; 


We’ve seen how important adaptiveness is to any organization. But what role 
does individual adaptiveness play in hiring? With due respect for 
"representativeness" (sex, race, language, etc.) what characteristics should 
managers be looking for in new recruits? Look at the list in the "Adaptive 
People Are:" box. Adaptive people have many or most of these.characteristics. 
They may not have all of them; in some cases training may be appropriate. 


Of course for a certain position or task, not all these qualities may be 
necessary. Look for the ones that are most relevant. The PSC and other 
agencies can help you refine your organization’s ideal post-PS 2000 applicant 
profile. Make sure the final profile is consistent with your mission and 
statement of values. — ; a 


You may want to take the lead from a company we’ll call XYZ. (Nininger, 
1982) (XYZ is a real company, but its name has been disguised in this guide 
for the sake of anonymity.) The management council of XYZ consisted of 25 
senior executives. It met three to four times a year to talk about the 
company’s future managerial requirements. After several meetings, a manager 
profile was developed and then integrated into the company’s. annual 
personnel planning process. It consisted of statements about behaviour, several 
of which (not surprisingly) resembled characteristics mentioned in the 
"Adaptive people are:" box. In their view, ideal candidates were: 


¢ team players: share with others, rather than taking from them. 


¢ leaders and people developers: live with the ambiguity of not being 
able to control all outcomes. 


e risk-takers: are comfortable working with probabilities as well as 
certainties. 


¢ effective communicators: express themselves directly and 
unequivocally. 
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- abstract thinkers: deal effectively with intangibles, integrate 
information and generate ideas. | 


¢ good politicians: respond to external realities, anticipate actions from 
outside the organization and cooperate with other organizations on 
problems over which they may not have complete control. 


Adaptive People Are: 


versatile (multiple skills) 
open-minded (an appetite for novelty) 
able to accommodate ambiguity 


unconventional in their ideas — they take an 
undogmatic approach 


team-oriented 


self-confident and resilient 
risk-oriented | 
inclined to look to the future; they anticipate rather 


than react | 

creative 

persistent 

self-motivated (they value the intrinsic rewards of the 
job) , 

interested in relating to people who think differently 
than they do 


opportunity-focused versus problem-focused: willing 
to keep learning 


(Harwood, 1990) 


Employment and Immigration Canada (EIC) also put together a profile for 
recruiting purposes. Their "Handbook of Managerial Competencies" states that 
the profile can be used when preparing statements of qualification. The profile 
can also help in developing questions, case studies or role-play exercises to 
assess candidates’ skills; help people decide to apply for supervisory or 
management competitions, and in preparing employees for interviews. 
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The profile reflects one of EIC’s objectives: to help managers understand their 
roles in managing change. Here are some of the personal traits listed under 
managers’ qualifications: 


¢ sensitive 

¢ flexible 

e personable 

¢ confident 

° persuasive 

¢ tolerance for stress 
e risk-taking | 
¢ innovative 


* conscientious 


Two considerations are noteworthy. The profile seems to focus on 
requirements for career advancement. Secondly, the abilities, personality traits 
and knowledge considered important are all consistent with the most recent 
PSC profile. (PSC, 1990a and 1990b) We hope this guide hasn’t given you 
the impression that you must develop a profile for new recruits that will be 
vastly different from that currently in place, or that attributes you always 
valued are no longer relevant. On the contrary, this is just a modification of 
contemporary profiles, with a new emphasis on adaptive qualities. 


A central agency’s contribution to recruiting 


The PSC recently developed a selection profile for Staffing Consultants. 
(PSC, 1990b) This profile can be used by departments for both internal and 
external recruiting. Staffing officers also use it as a self-evaluation tool to 
identify the strengths and skills they must enhance. A few departments use the 
profile for staffing officer performance appraisals. It was the source document 
for a skill profile for all officers in the PE occupational group. It will also be 
the basis for a simulation exercise on consulting skills. 


Interestingly, one of the 12 abilities highlighted in the profile is adaptability. 
Adaptable people: 


¢ tolerate ambiguity and shift priorities by selecting a course with 
purpose despite ambiguity in a situation and acting independently and 
with confidence in any situation. 


¢ change style and respond with new approaches by rapidly adjusting 
to change; dealing constructively with and accepting responsibility for 
their own mistakes; taking effective action based on new information; 
and assimilating new information and developing new perspectives 
based on changes in the environment. 
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On a more general level, the PSC and Treasury Board (TB) developed a 
"Profile of Public Service Leaders and Managers". (PSC, 1990a) Five levels 
of responsibility were considered: supervisor, middle manager, director, 
director general and assistant deputy minister. Twelve desirable core 
characteristics are described. Some are considered necessary at all levels: 
integrity, behavioural flexibility, independence, initiative, perseverance and 
judgment. Behavioural flexibility (what we call adaptability) describes a 
person who demonstrates sensitivity to the environment, tolerates ambiguity, 
shifts priorities, changes style and responds with new approaches to deal with 
the demands of change. 


Being able to deal with ambiguity is considered particularly important in 
situations like downsizing, reorganization and changing mandate. 


Interestingly, most of the characteristics of adaptive people are in the assistant 
deputy minister (ADM) profile. For example, in adaptive organizations, people 
take an interest in relating to others who think differently than they do. In the 
PSC/TB document cited earlier, the ADM profile (p. 15) describes 
"interpersonal versatility" in these terms: 


Displays a sincere interest in relating to people from all walks of life. 
Adapts interpersonal style to diverse relationships with contacts in 
various sectors, clients, senior executives in other organizations, 
politicians and employees at all levels of the organization. 


Other characteristics are noted as well, such as "entrusts employees" and 
“fosters innovation and adaptation to change”. 


But shouldn’t adaptive people be everywhere in the organization, rather than 
just at the ADM level? The characteristics that the PSC/TB document 
describes as essential to ADMs are also needed to some degree at lower 
echelons. However, the literature seems to suggest even more emphasis on: 


° versatility; 

* open-mindedness; 

* unconventionality; 

¢ risk-orientation; 

* creativity; and 

* opportunity-focus versus problem-focus. 
The need for these personal characteristics could be further promoted 
throughout the public service (as in the PSC/TB profile) or in each 
department. Furthermore, to help recruiters, it might be useful to write up 


examples of how people with these desirable characteristics behave in typical 
_ Situations. 
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Teamwork and flexibility 


Team-orientation is high on the list of desirable characteristics in any 
recruiting profile. The following quote illustrates just how fundamental 
teamwork is now, and will be in the future. There is a hint of exasperation 
here; it only underlines the need for sound judgement in empowering people: 


If I am going to buy a new aircraft — we naturally want [one that can] 
fly — Supply and Services will want to have the best contract in the 
world regardless of what the aircraft will do; Industry, Trade and 
Commerce will want the best trade offsets; Science and Technology will 
want to have the best science; External Affairs will want to make sure 
we satisfy our allies; and Finance will be concerned if it creates foreign 
exchange problems. Treasury Board will second guess us on the 
contract and Privy Council Office will also get involved. All these 
officials have quasi-veto power. When you get guidance about what you 
are supposed to do, you get it from the Privy Council Office, from 
Treasury Board, from the Public Service Commission, from Cabinet and 
from your Minister. There is no coherence in direction. In fact there is 
just more conflict and finally there are no criteria that you can use to 
make the judgement. (Brodtrick and Paton, 1982) 


Can existing employees be trained to show judgement and to be skilled team 
players? Or is it easier just to hire people who already have these qualities? 
Will departments and agencies take real steps toward determining the kind of 
employees they will need in the next 10 years and beyond? 


Directly or indirectly, some may have already done so. CMHC, for example, 
seems to be. People have been eager to work there. On average, there are 
about 100 applications per recruitment campaign at headquarters as well as 
approximately 1,000 general applications a year (CCAF feels that this type of 
response is exceptional for a government department). And once there, they 
tend to stay. Only five per cent of employees left CMHC in the last two-year 
period. 


One key attribute needed in future public service employees will be 
flexibility. Careerists have always recognized this, and they usually try to 
avoid too much specialization. In future, al/ job entrants will need to be 
generalists; they will have to be able to shift from mandate to mandate and 
reorganization to reorganization with relative ease. 


If delayering and down-and-out management become pervasive, the public 
service may consist of smaller departments or agencies that can move more 
quickly and respond to change more effectively. Horizontal (coalition- 
building) relationships between public sector entities will be encouraged and 
more necessary as public servants tackle government-wide issues. Hence the 
importance of portable skills versus pedigree and the importance of an 
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employee’s ability to manage change — indeed, to generate it. Managers will 
need to hire not just for the job at hand, but also with long-term challenges 
in mind. . 
Business writers often refer to the attractive power of extrinsic benefits — pay 
and perks. These tend to be more important in the private sector. People have 
traditionally been drawn to jobs in the public service because they want to 
participate in developing public programs and because of perceived job 
security. But after PS 2000, we hope enlightened policies will be a major 
factor in attracting enlightened people. 


Let’s look at the private sector for a moment. At Citicorp there is a merit 
society in the ranks — people advance on the basis of their contributions 
rather than their longevity. Those who don’t succeed often leave; they 
certainly don’t get more responsibility. Citicorp doesn’t see the loss of 
employees to competitors as necessarily a bad thing; in many cases it simply 
accelerates the process of bringing in new blood. It keeps the culture alive. 
(Berman, 1986) Although it’s a financial institution, Citicorp has leaders who 
are not "bankerly" types at all. They are people with backgrounds as varied © 
as biophysics, music and metallurgy. Since the organization operates in more 
than 90 countries, it has had to adapt to diversity, recruiting people from 
many different nationalities. 


Organizational image 


Cynics might say that every organization keeps a few jobs open for misfits. 
However, if the deviants are innovators and the organization gives them the 
right incentives, it develops an attractive image as a pioneer. That image may 
pull in even more creative individuals, adaptive people who may do a great 
deal to help transform the organization. 


The traditional business school view is that good management means keeping 
things orderly and predictable. But to manage well today, you need to be 
much more flexible than in the past. You have to able to work in a messy, 
uncertain environment. And you have to recruit people who can do the same. 


In Japan the national bureaucracy has great prestige. This ensures that the best 
and brightest will apply. The public service recruitment agency gives an 
annual examination to about 35,000 college seniors and post-graduate students 
every year. Less than five per cent pass. Those who succeed are interviewed 
by various government ministries and agencies. 


About 1,000 of the 1,500 successful Japanese candidates accept employment 
with the government. In Canada, a central agency such as the PSC has usually 
been involved in the hiring process. In Japan, the various ministries and 
agencies can act independently. The agencies almost. compete for the best. 
They are image-conscious: there is prestige attached to getting the best people 
versus simply queuing up for the candidates a central agency (like the PSC) 
may offer. 
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Improving recruiting practices 


The 1989 U.S.. National Commission on the Public Service devoted 
considerable attention to recruiting practices. Faced with problems similar to 
those in the Canadian Public Service — such as the departure of talented 
employees and difficulty in recruiting — the commission made some key 
recommendations. These included: decreasing the number of presidential 
- appointees, greater freedom for agency heads to hire and fire people, 
decentralization of the central agency equivalent to the PSC, stronger 
partnerships with universities and a scholarship program for 1,000 college 
students studying public administration. 


The commission also discussed the possibility of allowing senior mid-level 
executives to spend time recruiting on campus. They recommended that the 
hiring process be speeded up so that candidates wouldn’t be tempted. to 
consider private sector alternatives. The commission also emphasized the 
importance of training. From now on, departments and agencies will be 
allowed to develop their own training programs and sign contracts for training 
with outside suppliers. 


The China Lake Naval Weapons Centre in California is one example of 
_ how new recruiting practices are transforming the U.S. Public Service. It had 
a hard time recruiting scientific and professional staff because of salary 
problems and geographic isolation. For scientific and professional staff, there 
were 18 pay and classification grades and 150 different pay levels. Moreover, 
as the government admitted, there was a major pay gap between positions at 
China Lake and comparable jobs in the private sector. The pay scheme has 
now been simplified, and entry-level salary amounts are decided by individual 
managers. (Gatto, 1990) Managers were also empowered to negotiate pay 
raises based on performance. The China Lake Demonstration Program and 
others like it have made it easier to recruit young scientists in the highly 
competitive labour market of Southern California. 


Creative recruiting practices usually show flexibility. For example, the PSC 
placed an ad for administrative support staff in Ottawa newspapers. The 
response was poor; the best candidates were apparently the ones with day jobs 
who couldn’t come to interviews during normal working hours. The PSC 
responded by opening its offices on Saturdays. Exams were scored on the spot 
so that candidates could get immediate feedback. 


It seems more and more obvious that adaptive organizations spend: time 
lavishly on recruiting. They also deeply involve line people in the process, 
soliciting their opinion not just about the technical aspects of recruiting, but 
also about the employee characteristics important to the organization’s future. 
They hold workshops, consult behavioural scientists and do a lot of soul- 
searching about what constitutes the "right stuff". Recruiters have a clear idea 
of what they are looking for. Rather than taking the easy way out and hiring 
"in their own image", they look for people who will share the values of the 
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organization and accept its mission and philosophy. And they hire with 
adaptiveness in mind. 


In the public service, competition boards will have many opportunities to 
custom-design creative selection techniques. For example, although a 
candidate’s technical skills are certainly important, qualities like team- 
orientation are at least as valuable. There are various tools to assess this. 
Candidates could be asked to describe in detail an experience they had 
working in an intense, long-lasting small group. Is there any objective way to 
measure "adaptiveness" in people? Opportunity-focused managers will find it. 
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4. In Charge: Empowerment, Risk-Taking and Resource Allocation 


"Everyone wants to be noticed, but no one wants to be watched.” 
"The one who says it can’t be done shouldn’t interrupt the one doing it." 
| Arthur Bloch 


Much has been written about the constraints (real and imagined) faced by 
public servants. Central agencies are often thought to be too controlling. 
Delays in staffing, scarce resources, hierarchical decision-making and 
pervasive fear about taking chances have traditionally hampered the 
effectiveness of public service operations. 


Today’s successful organizations have three related characteristics that let 
them adapt to change: they empower employees, trust them and are willing 
to take risks. 


Empowering people means giving them the freedom to make a full and 
effective contribution. It was one of three key values held by public servants 
recently identified in a study by the Office of the Auditor General. (OAG 
1990) Empowerment helps people at all levels feel that they have real 
responsibilities; it makes them confident that they can influence decision- 
making. In organizations that don’t believe in empowerment, top-down control 
becomes an end in itself. Employees are passive and fearful. 


In adaptive organizations, rules and procedures aren’t allowed to stand in the 
way of results. Employees and managers do the right thing rather than being 
obsessed with doing things right. Decision-making is shared. The backbone 
of empowerment is trust, and certain organizational cultures foster trust by 
encouraging initiative and letting people take risks. (For a comprehensive 
examination of empowerment, see Vogt and Murrell, 1990 and Block, 1989.) 


Today’s pioneering private-sector companies realize that, in a tight labour 
market, employees must be empowered. These companies aren’t giving 
workers more variety, power and pride because it’s a nice thing to do. They 
are doing so to survive — if they don’t, their people will switch to a more 
enlightened organization. And the increased emphasis on customer service 
means that power is being put in the hands of those closest to the customer. 
Managers stop being authority figures and become coaches. In the best 
scenarios they act as corporate cheerleaders, helping staff to market their 
innovative ideas to all levels of the organization. 


Trust is a quality that will be critical to the success of departmental 
transformations in the years after PS 2000. Public service leaders will have 
to display honesty, integrity and unambiguous behaviour — especially in 
union-management relationships. To be considered honest and trustworthy, 
leaders will have to do what they say they are going to do. If agreements are 
not followed through, promises not kept and things covered up, the wrong 
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message will get out. But if leaders behave consistently, employees will trust 
them at a time when trust will be the cornerstone of reform. 


Trust is a two-way street. If leaders do their bit, followers have to respond in 
kind. Sam Walton (one of the wealthiest persons in the United States) once 
bet Wal-Mart employees that if they hit a certain profit target, he would wear 
a hula skirt down Wall Street. They took up the challenge and Sam Walton 
kept his word! 


Risk-taking is another fundamental characteristic of effective organizations. 
They foster innovation and don’t punish people for failure. They recognize 
that errors can’t always be avoided and that nothing ventured is nothing 
gained. Increasingly, public service managers will have to learn how to stick 
their necks out. As Bruce Rawson notes: 


Canadian society seems to approve of gentle adaptation and to reject 
radical change, and a bureaucracy will mirror this caution. Yet there is 
also room for the entrepreneurial bureaucrat who is willing to take 
responsibility for the calculated risks that inevitably accompany any 
attempts at progress and improvement. (Rawson, 1984 p. 609) 


Empowerment at Consumer and Corporate Affairs 


In the right climate, empowerment can lead to more risk-taking. Structural 
changes may be necessary to make this possible. For example, when 
delayering is done to promote accountability and "down-and-out" 
management, there is a greater likelihood that employees will take the 
initiative. Public servants must be encouraged to act when they recognize 
there is a need for action. Some senior public service managers say: 


If you happen to have effectiveness in your heart, you’re going to feel 
badly if things aren’t working well. Don’t wait for some evaluation or 
auditor to come along. You have to have a time conscience. You feel 
bad if things aren’t fast or speedy. And you [have] to have a frugality 
conscience. That is a far more important factor in efficiency than the 
external kinds of processes and controls that are aimed at keeping you 
‘on your toes. 3 


The more responsibility you give to people, the more freedom to meet 
objectives they have and the more accountable they have to be because 
that’s control in a way; otherwise it’s not their business, so 
accountability isn’t there. 


I would much rather have an officer who makes mistakes doing a hell 
of a good job than an officer who makes no mistakes and does a crappy 
job. 


... it’s not true that those who get to the top are not risk takers. The 
guys who are very careful will get to the EX category — EX 1 or 2 — 
but they won’t get further in most departments. Because most depart- 
ments have to adapt continually to changing policies and only the 
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[people] who can do that are the ones who can adapt and take risks. In 
fact they may reach the EX 4 or EX 5 level with this additional quality. 
The ability to satisfy the requirements of the system will get you to the 
top of middle management, but to get further you have to have the 
ability to rethink the whole system. (Brodtrick and Paton, 1982) 


There are some public service organizations where empowerment is already 
practised and risk-taking encouraged. For example, at Consumer and 
Corporate Affairs (CCA) innovation is a high priority. (Clark, 1989) The 
department gives every employee idea a second chance, promotes a sense of 
participation and tries to encourage employees to copy best practices used 
elsewhere. | 


At the 1989 APEX Symposium on Innovation, it was clear from the 
presentations made that a fair number of departments and agencies had 
benefited from risk-taking. Quite often, experimentation seemed to thrive in 
small group settings within these departments. These groups needed and 
received the personal sanction, protection and guidance of senior managers. 


A case in point is the Trade-mark Examination Branch at CCA. This case not 
only illustrates the advantages of empowerment, but it also shows what you 
can do with an intelligent "incentive" program. 


Branch staff examine trade-mark applications and decide whether they can be 
registered. In 1989 the director decided to do something about increasing 
workload. She developed an experimental program, known as Work At Home 
(WAH), for her PM-3 staff. (It’s well worth seeing the electronic slide 
presentation on this program and consulting the composite transcript (CCA, 
1990). Both are clear, well-researched and show an enthusiasm that echoes the 
spirit of PS 2000.) 


When work piled up, management asked staff to do as much as possible at 
home, in return for time off. Time off had to be paid at time-and-a-half. There 
were many takers and there was also a noticeable increase in productivity. 
The WAH program allowed workers to adopt efficient home/office schedules. 
Immediately, the productivity of the "homers" was double that of office-bound 
employees. This was partly because the constraints of any office environment 
were absent. 


Other ideas were considered and found wanting, for example, marking files 
with scratch’n win coupons. The most popular prize seemed to the the chance 
to stay home. 


In retrospect, the increase in productivity isn’t hard to understand given the 
absence of interruptions at home and savings in travel time. Some homers use 
computers which are available 24 hours a day, 7 days a week. They don’t 
have to work weekends or holidays, but "flextime" is obviously possible. 
Supervisors contact employees when needed and employees make periodic 
visits to the Trade-mark Office to pick up and deliver work. It is noteworthy 
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that the branch’s Staff Relations people were consulted at the outset. The 
director’s colleagues and union representatives supported the program. 
Implementation was not unilateral, but founded on, and guided by, 
consultation. 


There are some distinctive features to this program that should be considered 
by anyone contemplating it. One reason for its success is trust between 
employer and employee. Another is the nature of the work. Obviously, the 
WAH program isn’t for everyone. (Treasury Board currently has a group 
working on possible applications in other departments.) The tasks in your 
office may be transportable, but some people need the social contact that 
going to the office provides. Issues like confidentiality, home work 
environment, motives and the psychological profile of the WAH candidate are 
key ingredients in your decision to allow work at home. 


Before you empower people, you must assess their suitability (see the CCA 
transcript, p. 11, for a list of attributes). You must also be open-minded. 
_ Without the right preparation, the seeds of change may fall on barren ground. 
To make a program like this flourish, you must be very adaptive; being 
conservative may rob you of support. 


Success also depends on how the change is sold. The WHA electronic slide 
presentation is a good example of external marketing. Internal marketing can 
be accomplished in other ways. For example, the Branch surveyed all parties 
about how they viewed the WAH program. Reactions were favourable. 
Employees thought the program had achieved some very good results: solid 
teamwork, improved morale and a sense of common purpose. Whatever 
concerns they had could be resolved. Comments from homers showed they 
were highly motivated and appreciated the opportunity to control their time, 
as well as blend work and home responsibilities. 3 


Other public service examples 


Employment and Immigration Canada (EIC) experimented with delayering 
and participative decision-making. In some regions, workshops involving 
employees from all levels are held four times a year. Decision-making was 
decentralized: authority was delegated to local Canada Employment Centres 
to do their own planning in light of national and regional priorities. Manage- 
ment realized that frontline units know their local marketplace and customers 
best. They can provide local service more effectively without the over-bearing 
influence of either headquarters policy or central agency regulations. 


The Australian Public Service abolished its Public Service Board in 1987 
and devolved personnel management to the departments. A discussion paper 
produced by its Public Service Commission shows a philosophical leaning 
toward empowerment. Today’s better educated employees, it argues, demand 
more participation in decision-making. They are less likely to tolerate an 
autocratic and heavy-handed management style. The commission 
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acknowledges that in the future, work will have to be organized differently; 
the public service will have a flatter structure and rely more on networking 
and flexible work teams (groups of specialists carrying out specific projects). 


Communications Canada decentralized its personnel operations in 1988. 
They delegated increased authority over staffing to regional managers. 
Although decentralization of functions is not empowerment, it’s definitely an 
important element of it. A report (Bélanger, 1988) on the decentralization 
states that 65 per cent of the directors general were delighted with their new 
freedom. Twenty-five per cent of survey respondents called for more 
delegation of authority. The report attributes this seemingly low percentage 
to the fact that one of the tasks involved in recruiting is classification, which 
managers see as a highly regulated, time consuming and specialized chore. To 
overcome this aversion, the report recommended that Sergeat be given 
structured training in classification. 


Empowerment isn’t magic. You can’t please all the people all the time. Some 
will inevitably see delegation of authority as a way for managers to shirk their 
responsibilities and they will resent what they see as extra workload. Those 
who enjoy a challenge will, however, welcome the chance to escape 
traditional restrictions and make a more meaningful contribution. They will see 
new opportunities for achievement. 


More and more, managers are realizing that the walls have to come down. 
The cost of reduced productivity due to over-regulation is probably greater 
than the cost of mistakes that might occur with fewer regulations and more 
managerial risk-taking. Over-regulation is a waste of time and energy, and it 
stifles creativity. Today’s successful organizations realize they can be easily 
paralyzed by policy and procedural detail. Hierarchies will have to loosen up 
and give their employees some elbow room. The following is an example 
from the U.S. Public Service that shows what happens when they don’t. 


There is constant communication between the State Department and American 
embassies —- more than between the bureaus of the Associated Press and the 
United Press International combined. The flow of information, unfortunately, 
was hampered by standard operating procedures that require many clearances. 
One official was startled to learn that a routine cable on milk exports required 
29 separate signatures before it could be sent. 


Before we laugh at this, let us consider our own follies: an official in our 
public service was once asked to sign an approval for a $1.40 expenditure. 
Moreover, the document already had two other approval signatures on it! 
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"| find it mind-boggling. We do not shoot paper at the 
enemy." 


— Admiral Joseph Metcalf, on the 20 tons of paper 
and file cabinets aboard the (U.S.) navy’s newest 
frigates. Newsweek, May 1987. 


The post PS-2000 period will be characterized less by control than by 
commitment. Compliance with rules cannot be an excuse for not getting 
things done. 


Some organizations have already taken steps toward empowerment through 
employee self-management. 


The International Development and Research Centre (IDRC), for example, 
undertook a particularly significant self-examination in 1986. (OAG, 1988) 
The president let employees know they could not depend entirely on his 
direction, nor on:the advice of consultants. Working groups consisting of 
employees from all levels were formed. Among the issues they discussed was 
decentralization. IDRC provides services in many ‘foreign countries; 
employees in the field are expected to show initiative and make decisions on 
the spot. They cannot pass the buck to headquarters. 


The Spectrum Management Sector at Communications Canada is another 
example of an organization that empowers people effectively. It is willing to 
override the rules when circumstances warrant and a_better. solution is 
obvious. If there isn’t enough time to reach consensus, individuals take 
responsibility for solving problems themselves. Assuming they understand the 
overall goals of the organization, regional employees are free to find their 
own way to achieve these goals. 


At the Energy, Mines and Resources’ Sherbrooke Operations Centre, 
projects are often carried out by self-managing teams. Engineers as well as 
support staff are given considerable latitude on these projects. Because tasks 
are rotated, managers become generalists. This is highly motivating because 
they have a chance to demonstrate a variety of skills on each project: Their 
freedom is increased by the absence of formal reporting relationships. The 
result: productivity has increased among the self-managing teams and it’s safe 
to say morale is probably above average. 
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Risk-Taking: Dealing with central agency constraints 


The subject of bureaucratic constraints is a rich vein in the literature. Almost 
every public service manager knows of a case when it was easier to retain or 
shift incompetent employees than to discipline them. Some people think anti- 
patronage rules have actually promoted as much inefficiency as they were 
designed to prevent. 


In the American Public Service, it can take anywhere from 17 to 610 days 
to hire a new employee and the complexities of discipline can be even more 
discouraging. In one case, a supervisor spent 21 months building a case for 
dismissal. Ironically, in the end he received a poor performance rating for 
neglecting his other duties! Moreover, had the incompetent employee 
appealed, the case might still be unresolved. (Weiss and Barton, 1980, p. 162) 


"Tactics for Dealing with the Centre" is a fairly good synopsis of how some 
public service managers get results by working around rules. ("Centre" means 
any central agency.) However, agencies with a collaborative rather than an 
adversarial approach to rule-making will inevitably be more productive. 


Tactics for Dealing with the Centre 


1. Know the system as well or better than it knows 
itself (read the manuals, guidelines, etc.). 


2. Avoid gratuitous personality conflicts. 


3. Pick the right staff for the job by designating staff 
to liaise with the centre and making sure they 
have the right qualities for the job. 


4. Ensure staff understand the importance of their 
involvement with the centre. 


9. Build positive attitudes — make sure your shop 
knows it’s in charge. 


6. Use the "soft" approach (negotiate) when 
appropriate. 


7. Use the "hard" approach when necessary: 
* adapt your own budget; | 
* be able to prove your case to the centre; 
* build public support for your initiative; 
¢ make your intentions clear; and 
* garner high-level, visible support. 


8. Bypass, juggle with caution, and document moves 
and rationale. 
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If you can’t reason or bypass, escape. Run your 
initiative outside the overhead systems by: 


a) contracting out, but: 


Know precisely what services to buy, 
specify deliverables, 


reward subordinates for making the contractors 
successful, 


use reporting and monitoring systems, and 


recognize the unique characteristics of different 
types of contractors. 


setting up alternate structures to provide: 


flexibility; 

less staff turnover; 

authority to generate revenue; 
singleness of purpose; and 


freedom from policy influence, but they may: 
not be directly. accountable, create other 
problems (for example, board of directors), or 
be hard to set-up. 


Adapted from Gordon Chase and Elizabeth C. Reveal, 
1983. How to Manage in the Public Sector. Addison- 
Wesley, p. 79-91 Reading, Mass. 


Doing things slowly to make sure we do things right may be more 
costly in the long run than to move more quickly; [with this approach 
you] gain the benefits of a new system but run a higher risk of adopting 


a less-than-optimal system. (Australian Public Service, 1989, p. 12) 
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Speed is not always of the essence. Statistics Canada’s incentive program ran 
into trouble with the unions when they didn’t go slowly enough (see section 


5). You also have to take the time to consult the central agency, especially 
about resource allocation. Here’s what some public service managers have 


thought about constraints: 


Those who have to deal with constraints don’t like them; those who like 


them don’t have to deal with them. 


. [central agency] constraints might be compared to a set of aircraft 
controls designed without human pilots in mind. They require three feet 
and a set of eyes at the back of the head. When human pilots can’t fly 
the thing successfully, they are said to have serious weaknesses. If they 
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continue to have difficulty, it is said that their weaknesses are persistent 
and that more stringent scrutiny and control structures are required. 
(Brodtrick and Paton, 1982) 


It’s much harder for government organizations to become adaptive than 
private sector ones. Difficult, but not impossible. The following are some 
examples of public organizations that took steps to both empower and 
encourage risk-taking employees. 


The Australian Public Service established a "running costs" system. Any 
unspent portion of the departmental budget can be rolled over into the next 
fiscal year. The public service is also experimenting with "telecommuting" 
(home-based work). | 


In the Federal Republic of Germany, individual states set up Commissions 
for the Simplification of Administration. The Ministry of Culture and Sports © 
for Baden-Wurttemberg, for example,-employs 120,000 teachers and other 
public servants. They were at one time required to follow 3,500 administrative 
directives. After deregulation, there were only 365 directives. Authority was 
delegated to the lowest practical level. Although the results were generally 
positive, some managers were uncomfortable with the new system. Their new- 
found freedom meant that they could no longer hide. behind regulations but 
had to make decisions. To help them adjust, they were offered special training 
and counselling. Managers who could still not deal with the stress were asked 
_to take non-managerial positions. 


There were other effects as well. For example, auditors realized they could no 
longer do most of their work simply by verifying compliance with regulations. 
New methods had to be developed to evaluate organizational performance 
based on the quality of judgement managers displayed in particular situations. 


Allocating resources 


In adaptive organizations, discretionary resources are most often made 
available to the most productive individuals, regardless of rank. These people 
also get the toughest problems to solve. Introducing such a strategy to a 
public service organization could create both excitement and apprehension. If 
or when a running cost system is introduced, and a review of the classification 
system is undertaken, further opportunities for talented people will present 
themselves. 


Any senior manager who tells you that the problem with his quality of 
performance is the constraints on appointing good people is confessing 
his incompetence. If you give me a DG who, after three years on the 
job, tells you he can’t accomplish what he needs to accomplish under 
the present system, give me his name because he will be dismissed on 
grounds of incompetence. (Brodtrick and Paton, 1982) 
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Some public service managers obviously feel quite strongly about their 
employees’ abilities to work around the system. Americans (Chase and 
Reveal, 1983) exhibit similar opinions: 


Line managers who conclude that the overhead system in the centre is 
impenetrable have been in government too long. They should get out or 
become overhead bureaucrats themselves; if you can’t beat them, join 
them. 


“In his review of the Japanese Public Service, Borins (1986) shows the 
importance the Japanese give to consensus and bottom-up decision-making. 
Younger public servants have substantial opportunities to propose policies and 
write the equivalent of Canadian Memoranda to Cabinet. The bureaucracy 
encourages them to show initiative and creativity. In the Japanese Public 
Service, you don’t hear the excuse that central agency control makes it 
impossible to manage effectively. Speaking of excuses, here are some 
favourite lines used by change resistors: 


The Change Resistor’s Vocabulary 


A good idea but... 
Against company policy. 
Ahead of the times. 

Be practical. | 

Can you put it into practice? 
Costs too much. 

Don’t start anything yet. 
Have you considered... 

1 Know it won't work. 

It can’t work. 

Too many projects now. 
It doesn’t fit human nature. 
It has been done before. 
It needs more study. 

It’s not budgeted. 

It’s not good enough. 

It's not part of your job. 
Let me add to that... 
Let’s discuss it. 

Let’s form a committee. 
Let’s make a survey first. 
Let’s not step on toes. 
Let’s put it off for a while. 
Let’s sit on it for a while. 
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Let’s think it over for a while. 

Not ready for it yet. 

Of course it won’t work. 

Our plan is different. 

Some other time... 

Surely you know better. 

That’s not our problem. 

The new people won't understand. 

The old timers won't use it. 

The timing is off. 

The union won't go for it. 

There are better ways. 

They won't go for it. 

Too academic. 

Too hard to administer. 

Too hard to implement. 

Too late. 

Too much paperwork. 

Too old fashioned. 

Too soon. 

We have been doing it this way for a long time and it 
works. 

We haven't the manpower. | 

We haven't the time. 

We're too big. 

We’re too small. 

We’ve never done it that way. 

We've tried it before. 

What bubble head thought that up? 

What will the customers think? 

What you’re really saying is... 

Who do you think you are? 

Why hasn’t someone suggested it. You are off base. 

The boss won’t go for it. 


Adapted from A. Dale Timpe (ed.) 1986. Creativity 
Facts on File, New York. 


Significant improvement in organizational effectiveness will only occur when 
employees at all levels are involved. This means you must let them take risks 
and try new methods. More successes will also mean more failures. 
Discretionary resources must be allotted on the basis of results achieved, not 
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on how well the manager can follow proper procedure. More judgement, less 
dependency, more risk, more turbulence — these are the features of the 
change master’s landscape. | 
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5. Building a Better Carrot: Challenging Career Opportunities and 
Effective Incentive Systems 


How do you find and keep good people when you can’t offer them more 
money or more power? 


In the public service, as in most organizations, promotion has long been 
considered the reward of success, the incentive for productivity being 
increased control over resources and programs as well as higher pay. 
However, not all public servants are careerists. Not everyone wants to be a 
manager; there are many people for whom job security is more important. In 
lieu of career advancement, these employees need other kinds of incentives 
to perform well. 


As opportunities for upward mobility decrease, even for careerists, other 
incentives will become increasingly important. The most adaptive 
organizations have recognized this. In adaptive organizations, there is often 
a considerable overlap between career opportunities, incentive systems and 
empowerment initiatives. 


Non-financial incentives, particularly, have wider appeal in the current climate 
of economic restraint. Effective private sector organizations have discovered 
that letting people carry out their pet projects can be a significant reward. 
Once these projects are successfully completed, employees are further 
rewarded by being allowed to carry out more or bigger projects. As in pinball, 
the payoff comes from doing well enough to win a free game. (Kanter, 1983) 


This is a careerist-oriented strategy that doesn’t involve promotion. People are 
’ moved sideways, not up. Its essence is empowerment: employees are gratified 
when they feel the organization trusts them. Things like money, prizes and 
‘bonuses are less important in the long run | than emotional and intellectual 
satisfaction. 


The incentives for initiative derive from situations in which job charters 
are broad; assignments are ambiguous, nonroutine and change-directed; 
job territories intersect, so that others are both affected by action and | 
required for it; and local autonomy is strong enough that actors can go 
ahead with large chunks of action without waiting for higher-level 
approval. (Kanter, 1983, p. 143) 


The Pygmalion effect often occurs: managers who expect a lot from their 
employees often get it. 


Public recognition is a very effective motivator and formal awards can affect 
observers as much as recipients. People in the audience see that their 
contributions will be noticed, applauded and remembered. 


The overall approach to incentives in the Canadian Public Service has not 
always been entirely effective; in the cases that follow, we’ll see what we can 
learn from both the successes and the failures. We’ll take a look at how two 
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organizations — CMHC and CCA — dealt with the issue of career 
opportunities. With regard to incentive systems, we’ll examine four cases: 
CCA, Employment and Immigration Canada (EIC), Statistics Canada and the 
U.S. Public Service. 


Career opportunities 


In 1985 CMHC had to downsize from 4,000 to 3,000 employees because 
federal housing programs were being devolved to the provinces. Many 
‘chances for job promotion disappeared and some employees were demoted. 
Employees began to quit because of the lack of opportunity for promotion. In 
the face of declining morale and productivity, senior management 
- implemented several key policies and initiatives: 


1) Before job vacancies were posted, employees who had been demoted 
were given the first opportunity to apply. 


2) Managers placed more emphasis on training to. let employees upgrade 
new skills. 


3) Managers invited employees from all levels and all regions to 
participate in task forces and focus groups. They could travel to 
different regions and contribute in a variety of program areas. 


Despite the prestige attached to promotion, CMHC was apparently able to 
change the definition of the successful employee from one who is "fast- 
tracked" up the corporate ladder to one who shows initiative and enthusiasm 
and makes a meaningful contribution to the organization. Workshops on 
"plateauing" were held for high-potential employees. These workshops let 
participants discuss the meaning of success and the meaning of quality of 
work life. Most appreciated the chance to share their concerns with others in 
the same situation. Managers were taught coaching techniques and became 
aware of both the complexity of the issues and of their own values and 
attitudes. 


Currently, many more CMHC employees are seeking lateral moves and 
training opportunities. They take on special assignments even though these 
don’t bring in more money. There was a shift in values in the organization. 


Training is frequently an effective incentive. It can be a way for an employee 
to develop skills important for advancement, but it can also be an end in 
itself. Intrinsic rather than extrinsic satisfaction becomes the primary motive. 
The right kind of training can provide a sort of psychic breathing space to 
plateaued employees, and help them become more versatile and well-rounded. 
Several of the courses at the Canadian Centre for Management Development 
fall into this category. 


CCA encourages innovation by making it a high priority, giving ideas time 
to develop, tolerating failures and working to remove the hesitation to copy 
best practices used elsewhere. (Clark, 1989-90) One such innovative practice 


46 Managing Change in the Public Service — 
A Guide for the Perplexed 


involved providing more career opportunity for women at the Office of the 
Superintendent of Bankruptcy. 


At one time, only 7 of the 85 professional managers were women; however, 
all 140 support staff were female. People in the office thought of bankruptcy 
as a man’s world, where you had to be tough to enforce the rules. But it 
became obvious that women had to become part of the decision-making 
process, especially in cases involving family issues. 


Accordingly, the organization asked their seven professional women to 
prepare a report on career opportunities. Eventually a three-year training 
program was developed to help women get into the official receivers level 
(PM 4, 5 and 6). Management realized that taking employees out-of one area, 
promoting them, and giving them a new mandate wasn’t enough. For best 
results, there had to be a transition period. Trainees were placed under the 
supervision of a mentor for two years. . 


A three-year bridging program was created for support staff. This also 
involved mentoring and written exams. Results were good: many employees 
qualified as PMs at the end of the training period. There was resistance along 
the way, of course, and the rednecks and dinosaurs had to be humoured. But 
in the final analysis, the Bankruptcy Branch became a more knowledgeable 
and sensitive organization because of its broader-based mix of people. 


Wally Clare, architect of the program, said this about the transformation at a 
conference organized by the Department of Fisheries and Oceans: 


A word of advice. Don’t do anything so small that people will drive 
you crazy. For example, if we decided to change three positions, rather 
than our whole organization, people would have driven me crazy by 
giving me all the reasons why it couldn’t be done. But when I decided 
to do half the organization, they simply concluded that I was crazy and 
left me alone . . . Do something big enough that you get the attention 
of the people who will be supportive of the general direction that you’re 
going in. Do something that’s small and you’ll get nickled and dimed 
to death." (Fisheries and Oceans, 1990, p. 15) : 


The report of the National Commission on the U.S. Public Service (Volcker, 
1989) features recommendations from five task forces. In many respects, the 
U.S. Public Service has the same kinds of problems ours does, including 
erosion of morale and loss of talented employees. The commission 
recommended that the number of presidential appointees be diminished so that 
career public servants have a better chance to get key positions. They saw this 
as one way to retain experienced employees who too frequently leave for what 
they see as better jobs elsewhere. 
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In the future, the U.S. government will invest more in executive development 
programs. It now spends three-quarters to one percent of its budget on training 
for its public service; most effective private firms spend three to five per cent 
of their budget on training. Departments and agencies will also be allowed to 
develop their own training programs and contract for retraining with their 
counterparts elsewhere. ; 


In the Japanese Public Service (Borins, 1986), the first few years of work 
for some junior managers consist mainly of on-the-job education. They spend 
several years on rotational assignments lasting several months in various 
department bureaus. Then they spend a year or two overseas, after which they 
may be seconded to another department. People in central agencies are sent 
to work in line departments and vice versa. 


Incentive Systems 


Feeding egos is one way to enrich people’s jobs without actually fattening 
their wallets. Even some of the simpler techniques have merit; for example, 
at CCA, authors’ names appear on the documents they submit. Visible 
acknowledgement of contributions can be a powerful incentive. 


In the Canadian Public Service, there are two schools of thought about this. 
Some think that-attributing authorship will open a Pandora’s box of problems, 
erode morale and incite competition (which some see as a bad thing). The 
other view is closer to the philosophy of today’s adaptive organizations. The 
idea behind attributing authorship is perhaps best illustrated by this statement 
made by Wally Clare: 


The health of an organization is not in our sameness or commonness, 
it is based on our differences. In our diversity we each have the ability 
to contribute and so the organization that reinforces the differences 
within people and accepts people for their individual strengths is going 
to have the benefit of all those people combined together in terms of 
their individual being. (Fisheries and Oceans, 1990, p. 15) 


’ Bureaucrats have traditionally been nameless and faceless. However, in 
effective, pioneering organizations, contributions of any kind are visibly 
acknowledged. Contributors want to be recognized — and adaptive 
organizations remember that. 


The Office of Privatization and Regulatory Affairs (OPRA) has an Instant 
Award (which must be given within 48 hours) for outstanding performance, 
especially if it’s accompanied by good humour and disregard for personal 
convenience. It’s a cash award and a note to file, usually for a short-term 
task, and can be given to one person or a team. Nominations for the award 
come from managers and go directly to the Deputy Minister. 


Treasury Board currently administers an Incentive Award Plan that includes 
the Suggestion Award, Merit Award, Long Service Award, Award of 
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Excellence, Outstanding Achievement Award, and Senior Officer Retirement 
Certificate programs. 


The Suggestion Award and Merit Award programs were reviewed in 1989. 
(OAG, 1989) The Auditor General found that, compared with U.S. public 
service employees and North American companies in general, Canadian public 
service employees did not seem to participate very much in incentive 
programs. 


For example, they made little use of the Merit Award Program, which offers 
direct monetary awards. The programs were not marketed intensively enough 
so both employees and organizations missed out on potential benefits. Too 
few resources were applied to the programs, the financial rewards were not 
high enough and they were taxed. Promotional material was uninspiring. For 
the Suggestion Award Program, the review found that there was no formal 
and automatic mechanism for passing a valuable suggestion on to other 
government departments. Also, no comprehensive evaluation had. been 
conducted for ten years. 


_ At first glance, it seems that even with the best of intentions, the incentive 
programs produced few tangible results. But a few things were achieved. For 
example, for the fiscal years from 1986 to 1988 the average saving to the 
government attributable to a suggestion was $9,068 — almost. 26 dollars 
saved for every dollar spent on awards. The Award of Excellence (given to 
those already recognized under either the Suggestion Award or Merit Award 
program), is another case in point. In 1989 one Department of Supply and - 
Services (DSS) employee received this award for negotiating reduced charges 
from U.S. government agencies. This helped DSS save over J2 million 
dollars. | 


_ Some PS 2000 recommendations on awards have been approved. Suggestion 
award limits will be raised from $10,000 to $15,000, merit awards from 
$3,000 to $5,000, team merit awards from $6,000 to $10,000 and non- 
monetary awards from a $100 value to a $200 value. Deputy Minister 
approval was previously required; now authority for sign-off may be 
delegated. 


Employment and Immigration Canada (EIC) is a highly visible example 
of the effective use of incentives. For example, it has an active suggestion 
award program that solicits and recognizes innovative ideas. Its level of 
participation is among the highest in the federal’ government. For every. 100 
employees, 3.1 suggestions were submitted in 1986-87 compared to an 
average of fewer than one per 100 in all other participating departments. 
Managers at all levels are involved in the program, encouraging both large 
and small innovations. Regional review committees evaluate and approve 
Suggestions from their territories. At EIC, managers are accountable for the 
success of the incentive program when they’re evaluated. 
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In 1987 EIC’s National Executive Committee decided to focus on incentives. 
A representative group of staff from all levels and regions met at Gull 
Harbour, Manitoba to discuss the new management philosophy; a group of 
managers met at Quebec City for the same purpose. These two groups 
generated fifteen corporate initiatives. These are described in the booklet 
- "Recognition and Rewards in EIC", which was distributed to staff in the 
spring of 1988. Annex E of this booklet describes no fewer than 47 ways to 
recognize and reward employees. Here are seven of them: © 


Letters of thanks for dependability are sent to 
employees who have used very few sick days. 


21. Letters of thanks received from clients are 
distributed to staff. 


22. Letters of congratulation are sent to employees on 
completing their probationary period. 


25. Copies of letters of thanks received from clients 
for employees service are circulated to staff in the 
office or unit. 


29. Profiles of employees and/or stories of good jobs 
or accomplishments are submitted to newsletters 
or regional newspapers and, where appropriate, 
local media. 

30. The names of the author and contributors are 
clearly displayed on reports and documents. 

47. Meritorius staff are given opportunities to travel 
and represent their region, office or branch at 

meetings, etc. 


A review of corporate progress on recognition and rewards took place in 
1989. A group of 35 employees representing most levels and groups convened 
at White Point Beach, Nova Scotia for a day-and-a-half of focused discussions 
on their experience with recognition and rewards over the previous two years. 
They made recommendations on fine tuning the system. 


EIC decided to increase emphasis on teams and teamwork, rather than on 
individual efforts, and to concentrate more on recognition and appreciation 
rather than on monetary rewards. It agreed that local managers and staff 
should have a greater role in shaping incentive programs. EIC also 
acknowledged the need to better publicize the programs. 


An interesting point emerged from the discussions: people at EIC thought that 
providing good service to both external and internal clients should merit 
reward, since the quality of service EIC employees provide to each other 


oe 
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ultimately affects its external clients. Consequently, a working team may be 
nominated for an award based on a nomination by either internal or external 
customers. 


Awards for team service excellence may be given to recipients who nominate 
themselves. In all cases, nominations are reviewed by a national selection 
panel whose members represent a cross-section of managers and staff. Other 
awards are based entirely on peer nomination. Local managers can use 
operations and maintenance (O&M) funds to help people on their team 
celebrate each others’ successes. Furthermore, subordinates may nominate 
their managers as long as the managers meet the standards set out in the 
"Handbook of Managerial Competencies”. 


In addition to these structured programs, EIC managers can reward their 
employees in informal ways — for example, by treating them to dinner or 
helping them get a special piece of equipment for the office. If central 
agencies seem to be standing in the way, managers are advised to negotiate 
their way around any barriers. 


EIC believes strongly. in publicity. Its Public Affairs group seems to be good 
at using several ways to communicate with employees, including desk drops, 
mailers with paycheques or direct deposit statements, posters, newsletters, 
videos, and reminders from senior management expressing support for 
incentive programs. EIC communication strategy will include supportive tools 
for managers, such as handbooks that set out incentive policies and guidelines 
and best practices for recognition and rewards. 


If one of the units at EIC does something noteworthy, they are held up as a 
model for others through internal publicity. EIC has made a concerted effort 
to create a culture in which employees feel valued and appreciated. The 
department seems to be making considerable progress toward achieving the 
goals they set for themselves in their recognition and rewards programs. 


Lessons from Statistics Canada 


Other government bodies have been less fortunate. Statistics Canada recently 
tried to set productivity targets, rewarding employees with extra days off for 
exceeding their quotas. The program began in July 1988; about forty clerks 
were involved in the voluntary, collective incentive plan. 


The campaign did produce some startling gains: production levels in some 
workgroups rose as much as 120 per cent. A Carleton University professor 
who evaluated the effort found that employees in the program reported less 
stress than their counterparts in other departments. Participants rated the 
highest amongst those surveyed in terms of job satisfaction and loyalty. 


Their union, however, declared that the plan wasn’t covered by the collective 
agreement. Statistics Canada management thought the program could be 
subsumed under the leave-granting clauses in the agreement. The Federal 
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Court of Appeal ultimately found that this clause was "not intended by the 
parties to permit the unilateral creation of a sophisticated scheme relating to 
incentive-based compensation." 


Although management should have squared things with the union at the 
outset, they still deserve credit for taking the risk. Moreover, the setback may 
only be temporary. The program hasn’t been abandoned: management is 
currently discussing possible solutions with Treasury Board. 


Finally, we come to two "demonstration projects" in the U.S. Federal Public 
Service. (Gatto, 1990) The first case involves the U.S. Navy’s Public Works 
Centre in San Diego, where a small bonus — $50 per employee per month 
— was enough to boost productivity by 22 per cent over a seven-year period 
and reduce administrative leave. The navy now plans to extend the bonus pay 
policy to its 12 public works centres across the United States. 


The second case involves the U.S. National Aeronautics and Space 
Administration (NASA) where monetary benefits from changes made to the 
employee suggestion program rose from $562,000 to $3,504,000 in less than 
a year. Cash awards paid to employees totalled $61,000. NASA also 
established employee problem-solving teams. There are currently more than 
100 such teams in the agency operating on a voluntary basis and conducting 
small group consensus and goal-setting exercises. Even contractors are 
encouraged to join these teams because NASA recognizes the interdependence 
_ of all interested parties in achieving agency goals. 


There are many other ad hoc incentive programs in U.S. government agencies. 
For example, the Internal Revenue Service has incentive schemes in each of 
its 10 service centres. The schemes maintain a pool of money to motivate 
employees to improve productivity. Both permanent and seasonal data entry 
operators participate, and targets are negotiated between managers and 
employees. | 


There are continuing problems, of course, in all of these gain-sharing and 
incentive programs. A more formal, integrated approach might work better 
than the existing patchwork one. In fact, legislation has been proposed to 
introduce a government-wide productivity improvement program. Current 
demonstration projects are acknowledged to be successful and it’s estimated 
that a government-wide program could save the Federal Treasury $10.5 billion 
over three years. | 
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6. All Banners Flying: Visibly Acknowledging Performance 


When it comes to acknowledging individual performance, Performance 
Review and Employee Assessment (PREA) has perhaps received the most 
attention in recent years. Everyone has a lot to say about the shortcomings of 
the system. We all know it’s a key factor in public service malaise. The 
central agencies have been accused many times of being major villains in this 
area. 


PREA comes only once every 12 months, but managers must skilfully 
communicate their expectations to employees throughout the year. They must 
be able to monitor and coach employees, and to use the appraisal 
appropriately. This assumes, of course, that they are dealing with average or 
above average performers. That’s tough enough, but what do you do about 
sub-average performers? Managers face a much greater challenge dealing 
with unsatisfactory work and handling disciplinary situations. 


Another issue is organizational performance. Managers clearly need new 
and better skills for recognizing and visibly acknowledging the good ideas, 
best practices, innovations, etc. that come from specific workgroups and the 
organization as a whole. This issue goes far beyond PREA. 


The Task Force on Workforce Adaptiveness made recommendations that 
address the first two issues. We can expect, therefore, that major steps will be 
taken to at least make PREA a better way to communicate. There will be 
. mandatory PREA training. Departments will explore non-traditional methods 
of assessing employees. Some may decide to use subordinate feedback on a 
manager’s performance. Recognition will increasingly be given to managers 
who use PREA most effectively. 


With expected changes in legislation, supervisors will find it easier to deal 
directly with performance problems. This new responsibility will be backed 
up by comprehensive training in the use of probationary periods, and coaching 
and interviewing techniques. Negotiated settlements could become 
commonplace. 


Some managers have always dealt effectively with unsatisfactory performers: 


I have done it [dismiss people] by introducing rigorous and fair 
performance evaluations. One can organize oneself to demote or replace 
people . . . I’ve never had a grievance, but it’s absolutely unacceptable 
if managers tell me that employees are poor performers and employees 
think that the managers think they are good performers. (Brodtrick and 
Paton, 1982) 
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There are, unfortunately, far too many instances where employees: 
¢ needed effective counselling and didn’t get it; 
e could have been rehabilitated, but no action was taken; or 


¢ were legally reinstated when they should have been fired. 


Of course these mistakes have profound effects on the morale of both affected 
employees and their colleagues, not to mention the managers involved. This. 
state of affairs has to change, and it will. Managers will need to rely on a 
workable PREA policy based on shared organizational values. One senior 
manager said: — 


There must be ways that you could provide continuity of tenure without 
encouraging invidious bad performance on the part of public servants. 
There must be ways to protect the well-being of public servants without 
denying the managers the disciplinary rights that are required to 

_ maintain the most minimal discipline. . . Don’t tell me that these things 
cannot be done. They require great courage and great strength of 
character but we can do it. (Brodtrick and Paton, 1982) 


A recent survey (Harwood, 1989) revealed some of the strengths and 
weaknesses of performance appraisal systems for unionized employees in 14 
organizations, including Transport Canada, Canada Post Corporation, the 
National Capital Commission, Atomic Energy of Canada Limited and 
Computing Devices. The survey showed that some of these organizations 
provide excellent instructions to supervisors on how to conduct the appraisal 
_ interview and complete the appraisal form. Some of their manuals also reflect 
very comprehensive policies that leave few questions unanswered — from 
issues related to probationary employees to the review process. In some cases, 
there are extensive instructions to managers on how to prepare employees for 
interviews, how to avoid various kinds of rating errors and how to deal with 
performance problems. But relatively few of the organizations reviewed have 
specific policy statements on linking performance appraisal results with firing. 


Some policy manuals have much to say about the importance of performance 
appraisal, how to establish and communicate expectations, and how to coach 
employees, especially problem employees. In some organizations, PREA is 
more than just an administrative exercise and managers are evaluated on their 
ability to carry out this important task. Some organizations also conduct 
annual management audits of all aspects of PREA. Apart from the multitude 
of technical considerations involved in performance appraisal, the best 
organizations give ample consideration to the philosophy of appraisal. 


Let’s look at some specific cases. Over the past five years, the government’s 
contribution to the budget of Atomic Energy of Canada Limited (AECL) 
dropped from 80 to 50 per cent. AECL has had to restructure and develop a 
new management philosophy as well as new ways of communicating with 
employees. 
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AECL has experimented with an upward feedback system whereby 
employees can assess their managers. (Gibb-Clark, 1988) Employees 
anonymously complete questionnaires on their managers’ performance and the 
data is processed by a third party. After reviewing this feedback, managers are 
encouraged to meet with staff to discuss the evaluation. Although some people 
have complaints, this process seems to be a valuable way of enhancing 
communication. Not all organizations will readily embrace this method; it’s 
up to each manager to consider it’s merits. With regard to senior managers, 
the PS 2000 task force does recommend the upward feedback method. If done 
properly, it’s likely to create far better communication in the culture of the 
public service. 


In a less controversial sphere, some public service organizations are better at 
performance appraisal than others. At CMHC, employees generally think their 
job expectations are clear and that the performance appraisal system is fairly 
applied. Employees also think the corporation has clear performance 
yardsticks and that there is a direct connection between individual 
performance and compensation. (CCAF, 1990) 


The Saskatchewan Public Service is another example of best practices. 
(Public Service Commission, 1990) Their PSC has been working for three 
years to create a better performance management system. Its efforts exemplify 
another theme in this report: that of exploring different perspectives and 
exploiting information. from diverse sources. 


A Human Resource Advisory Committee was formed at the beginning. It 
consisted of directors of human resources from larger departments. Among 
other things, this group provided a sounding board and an ongoing focus 
group for the project. A series of "visioning" workshops developed ideas on 
performance appraisal. The latter were approved through the Executive 
Programs Committee, comprised of senior deputies and chaired by the Deputy 
Minister to the Premier. Significantly, the ideas were also approved through 
the Deputy Forum, a group of deputies and associate deputies, as well as 
through Cabinet. (The Chairman of the PSC solicited comments on PREA 
from the most senior levels of government.) In addition, the Executive 
Director of Staff Development held one-on-one interviews with all deputy 
ministers on issues related to staff development, including appraisals. 


This program, "Coaching for Results", required several changes in corporate 
culture. Departments were expected to have a very clear mission — one that 
would inspire a set of objectives, which in turn would make it easier to set 
performance standards. Employees were empowered to take responsibility for 
the process. The Saskatchewan PSC ultimately realized that the new appraisal 
system could be successfully implemented only if it was owned by the 
departments, and not seen as a just another central agency project. 
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7. Less Travelled Roads: Exploring Different Perspectives 


"Where all think alike no one thinks very much." 
Arthur Bloch 


In current management literature, adaptive entities show a trend toward 
exploring different perspectives. Organizations are no longer finding it enough 
to hunker down in their own specialized niche, relying on traditional ways of 
predicting change. More and more, organizations have to: 


* practice "cross-functional thinking"; that is, encourage communication 
across and within divisions; and 


¢ build coalitions and partnerships with people outside of their 
organization. 


In adaptive organizations, managers don’t want flatterers and sycophants for 
subordinates. Effective managers (leaders) go out of their way to encourage 
employees at every level to express their opinions freely. (Kiechell, 1990) 
Unless employees can speak their minds on a variety of issues, senior 
management may miss out on a lot of good ideas and forfeit significant 
opportunities to break into new markets, better serve customers and manage 
change effectively. 


Coalition-building in the private sector is usually an economic necessity; in 
the public sector it’s more a matter of intelligently using scarce resources 
through effective communication. Strict departmental boundaries hinder 
communication. Public service managers need to know what has worked in 
other departments; they need to be in constant touch with their colleagues 
elsewhere. (This is, in fact, one of the objectives of this guide.) And they 
should be aware of what’s happening in the fast-moving private sector. 


Golembiewski (1979) says public institutions have to move away from a 
departmental orientation toward a system orientation, and from power-based 
solutions to task-based solutions. Cross-functional thinking and coalition- 
building are elements in the four cases that follow. 


In the RCMP Property Management Branch (OAG, 1988), evidence of 
adaptive thinking can be found as early as the 1970s. 


The RCMP effectively exploited the architectural and engineering expertise 
available at the Department of Public Works (DPW) in a long-standing joint 
project — a sort of coalition. The RCMP unit’s standard designs were 
developed in concert with DPW. Any changes in plans were communicated 
regularly to DPW as they were made. Despite the RCMP’s unique culture, 
managers evidently felt they had something valuable to learn from outsiders. 


Labour Canada offers another example of an innovative public-private sector 
relationship that paid off. Its Program for Older Worker Adjustment (POWA) 
provides long-term income support to workers 55 years and older who are 
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victims of permanent plant closures. Labour Canada bought a private sector 
annuity for each POWA beneficiary through a competitive tender process. 
Under this plan, a private insurance company pays monthly benefits to eligible 
workers to tide them over until their old age pensions kick in. 


This combination of public sector responsibility and private sector capability 
has been a great success. The savings on overhead costs are substantial and 
they can be passed on to clients in the form of more generous benefits. Some 
people say the private insurance industry can deliver benefits more cost- 
effectively than government and is therefore a superior alternative to 
traditional in-house delivery systems. (See the Public Policy Forum 
Newsletter, Summer 1990, p. 8) 


Another interesting case is that of the Department of Supply and Services 
(DSS), which is trying to streamline its procurement process. Officials from 
DSS have met with representatives of the Montreal Chamber of Commerce 
and Board of Trade to exchange information about federal procurement 
policy. Its efforts have won praise from major suppliers like Hewlett-Packard. 


In the Japanese Public Service (Borins, 1986), many bureaucrats belong to. 
informal study groups that discuss policy problems of common interest with 
journalists, academics, businessmen and politicians. Cross-fertilization of ideas 
also takes place within the public service; managers know that other 
departments may have a legitimate interest in the spillover effects of their 
policies and they keep in touch. In fact, the Japanese have something called 
a Cabinet Secretariat composed of 46 people who act as trouble shooters. 
Their job is to organize interdepartmental committees to examine policy 
spillovers and help different organizations agree on issues of mutual 
importance. They deal with the effects of one department’s proposals on other 
departments, jurisdictional fights over policy ownership and any policy 
problems that al] departments want to avoid. The secretariat functions best 
when it can set deadlines for interdepartmental agreements. 


Although the Japanese system places excessive importance on consensus, the 
important point is that different perspectives are usually taken into account. 
There is coordination, not competition. 


There are many examples of this kind of thinking and of these kinds of 
initiatives in the private sector, arising most often from economic necessity. 
But the federal public service can learn from this. It can also learn from the 
experience of municipal governments, which do a lot of networking. 


Exploring different perspectives can lead to better service to the public. And 
serving the public well is possible only when: 


. . . [there is] a parallel and complimentary reduction of the solitude 
among departments at the administrative and policy formulation level, 
both in Ottawa and the field. The vertical, hierarchically organized, 
water-tight compartments of departmental jurisdiction impede 
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responsiveness and narrow the scope for significant change. 
Competitiveness must be reduced and cooperation increased. (Rawson, 
1984, p. 607) 


Officials tn many different enterprises are beginning to see the value of 
visiting their collateral branches and regions, getting divisions to work more 
closely together in different ways. The recent rash of corporate mergers and 
acquisitions is also, in a way, a form of coalition-building. 


Public service organizations must also become more cross-functional and 
build coalitions with external enterprises. As Rawson says, ". . . greater fusion 
of direction should not be beyond our creativity, wit and sense of 
responsibility." (p. 608) 


58 Managing Change in the Public Service — 
A Guide for the Perplexed 


8. Whose Side Are You On?: Improving Customer Service 


The following view of the public service is still widely held: 


. . . public servants are [seen as] pension-preoccupied, colourless, word- 
dancing, risk-avoiders whose questionable skills and obscure reporting 
lines warrant reduced numbers and less pay. (Rawson, 1984, p. 606) 


As Rodney Dangerfield might say, the bureaucrat gets no respect. Even 
though: . 


The ice breakers break ice and the telephones work. But the public 
perception remains, and we are duty-bound to listen, to question our 
performance, to improve our systems and to modify our methods of 
operation. (Rawson, 1984, p. 607) 


Can we afford to make our public services more "user-friendly"? Can we 
afford not to? 


"Customer service" is both the catch phrase and raison d’étre of a growing 
number of effective organizations. Marketplaces are changing: competition is 
stiffer and customers are more exacting. Greater responsiveness from 
organizations is both demanded and expected. Organizations also have to pay 
more attention to their image, especially in light of environmental concerns. 
More and more organizations are conducting customer satisfaction surveys 
and revamping methods to solve the more glaring deficiencies. 


Whose side are you on, anyway? 


Bureaucracies can be maddeningly indifferent to the needs of the public they 
are supposed to serve. The evidence is too striking to be ignored. A notorious 
example: the Love Canal controversy in the United States. In 1976 residents 
of Niagara Falls, N.Y. discovered that their grade school, its playground and 
some of their homes had been built over a former toxic waste dump. 


Public agencies like the County Health Department told the affected 
homeowners not to worry. But people were suspicious. They brought in 
experts who found a relationship between the toxic waste and the high 
incidence of birth defects and serious health problems among area children. 


The New York State Department of Health refused to acknowledge this 
evidence. The federal Environmental Protection Agency (EPA) ultimately 
admitted that there was a problem but took no action. The Federal Disaster 
Assistance Administration was also reluctant to respond, fearing that their 
intervention might set a precedent for future toxic waste cases. 


Residents became so frustrated that, in 1980, they took two EPA bureaucrats 
hostage. President Carter had to intervene. He visited the area and arranged 
for more than 700 families to be relocated. But this was four years after the 
contamination was discovered. People were left with the unmistakable 
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impression that the security of standard operating procedures was more 
important to the bureaucracy than the health of citizens. 


Community groups represent public service customers and they may often 
have a good case to present. But public servants find it easy to hide behind 
a screen of anonymity and neutrality. There may be no strict legal obligation 
for managers to consult their public constituencies, but there may be very 
good moral and political reasons. You must use your best judgment. 


In contrast, effective private sector organizations are intensely interested in 
what their customers think about their products and services. Peters maintains 
that service is "on average, so bad that a barrage of tiny positives can 
overwhelm the customer and the competition.” (p. 88) But mere rhetoric 
won’t do the job. Many organizations harp on the necessity of getting "up 
close and personal" with their customers, but not all of them manage to. 


Therefore, it’s important to have some objective way of measuring customer 
satisfaction. You should do this frequently and it should ideally be handled 
by a third party. Like the products of an organization’s internal periodic 
feedback mechanisms, the results of customer service assessments must be 
widely shared. Summaries of customer complaints (correspondence received 
by all field offices) can, for example, be made available to all employees. 
Proper handling of service problems keeps your customers happy and loyal. 


When an employee, work group, branch or division excels in serving a 
customer, this should be visibly acknowledged and reinforced. Adaptive 
organizations go even further: the job descriptions they write make it clear 
how their employees should treat customers. In other words, "motherhood" 
Statements about customer service are less important than the widespread 
knowledge that promotions and pay bonuses depend on good service. 


The U.S National Commission on the Public Service emphasized that | 
government must become more responsive to customers. For example, ". . . 
instead of making people fit government schedules and locales, government 
must fit people’s needs. [It] must abandon the old notion of Monday to 
Friday, ... 9 to 5." (Newsletter of the U.S. National Commission of the 
Public Service, March 29, 1989, p. 4) 


Getting to the destination 


In the public service, it’s not enough to measure performance by adherence 
to process and procedure, or by the number of meetings attended, memos 
written, staff hired, etc. These statistics are the benchmarks of a less adaptive 
culture. Process is still important, but after PS 2000 the product (or outcome) 
of your labours will be far more significant. 
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Certainly some departments and agencies have begun to focus on results. A 
CMHC client on the West Coast, for example, praised CMHC guidance in 
a real estate deal: "You cannot fail. They teach you, they help you, and they 
run interference for you. They will not let you fail." (OAG, 1988, exhibit 4.1) 


In 1989 the Institute of Public Administration of Canada (IPAC) launched 
a new award for "Innovative Management" to recognize organizational 
achievement in the public sector. The theme for the first annual award was 
service to the public. There were 57 entries, which suggests that many 
departments and agencies think they have taken significant strides in this — 
direction. 


Employment and Immigration Canada (EIC) now stresses the importance 
of giving good service. It has tried to develop a bottom-up, collective, 
decision-making process to generate quality of service objectives, standards 
and guidelines. Managers and staff were asked to come up with a manageable 
set of performance measurements to reconcile EIC’s goals with the 
requirements of central agencies. Moreover, one of the managerial 
competencies (important in both recruiting and employee evaluation) is the 
ability to keep a strong service orientation. Managers may, for example, be 
expected to establish a quality of service training program for all employees 
in their work unit. They are also expected to establish and maintain a variety 
of client feedback systems. EIC has also taken a stand on the effective 
management of technology (keeping computerized records of clients, for 
example) and the delegation of power and accountability to the client contact 
level. 


At EIC, different client groups are ranked in order of need. Actions are taken 
accordingly; that is, individual Canada Employment Centres analyze their own 
labour market and plan their own local strategy while trying to conform to the 
overall national service philosophy. Everyone at EIC who deals with clients 
is aware of this philosophy. EIC has also undertaken formal client surveys to 
find out if people are happy with the service they get. "Outcome 
measurements are intended to garner important statistics. Results, rather than 
activities, are the bottom-line indicators of organizational performance. 
Outcome measurements determine whether clients find jobs faster with or 
without EIC help or whether jobs are better-paying or last longer when clients 
don’t have EIC help. 


EIC’s efforts haven’t gone unnoticed. A presentation on service made by a 
senior EIC official at an OECD conference in 1987 was very well-received 
by delegates from participating countries. The Portuguese Public ‘Service 
asked EIC officials to address one of their major workshops and the New 
Zealand Public Service also applauded EIC’s achievements: "... The 
Canadian process was a painstakingly planned, well orchestrated, integrated 
and delivered, new way of doing the work of the CEIC." 
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- Among private-sector organizations, IBM stands out as a service expert. IBM 
recently created a quarterly award called "Think Customer" that recognizes 
employee commitment to customer service. IBM’s internal magazine, 
Directions, publishes company anecdotes showing how employees 
successfully responded to customer needs. Performance evaluations also 
reflect how managers and employees treat their customers. 


IBM even has a special system called "blueprinting" in which all customer 
service encounters are recorded along with factors that affected the quality of 
each encounter. IBM uses it to pick out service problems and correct them. 
One good result: the company’s product return response time has diminished 
from several weeks to a matter of days. 


Significantly, employees are also encouraged to improve the service they 
provide to each other. Without this kind of integration, it would be far more 
difficult to offer a team-based, cohesive level of customer service. 


Client orientation within the organization 


Communications Canada also illustrates good.internal client service. In 1988 
the department submitted a joint report with the Public Service Commission 
(PSC) to its Deputy. Minister and Senior Management Committee. Their goal: 
to make staffing and related administrative processes more efficient and 
effective. Of the 26 recommendations approved, one was the decentralization 
of certain personnel services to the sectors. 


The Management Practices Branch evaluated the impact of this 
decentralization. (Communications Canada, 1988) An extensive questionnaire 
was used in each of 77 personal interviews with internal clients (managers in 
the regions). 


How do you give consistently good personnel service at Communications 
Canada? Survey results showed how it could be done: 


After determining respective duties with management, provide managers 

with expert advice throughout the process while ensuring adherence to 

staffing and classification principles without interfering with or. 
hindering the authority of managers required to meet operational 

objectives. (Communications Canada, 1988, p. 9) 


‘ Other elements of good service mentioned were, in order of frequency: 
proactivity, the ability to provide several alternatives and meet commitments, 
flexibility, a sense of priorities, a positive approach and analytical capability. 
(Communuications Canada, p. 9) 
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The results of the Communications Canada audit showed that managers were 
quite satisfied with the new staffing assistance system. Decentralization had 
led to a significant improvement in turnaround time. Half the managers 
attributed their satisfaction to the attitude of personnel services staff, who had 
a greater awareness of the needs and priorities of their internal clients (the 
managers) and the new structure. 


Department personnel advisors said managers now saw them as team 
members. Managers in turn (64 per cent) appreciated the greater availability 
of advisors after decentralization. On the question of balance between service 
and control, 89 per cent of the managers were happy with the strong leaning 
toward service. They thought that decentralization had made the personnel 
advisors "... much more attentive to the managers’ needs, they show 
creativity and flexibility in their recommendations, they offer a wide range of 
possible alternatives and they greatly facilitate the managers’ tasks." 
(Communications Canada, 1988, p. 7) 


Management has become more open and managers appear to have more 
confidence in the advisors; in turn, personnel advisors have a better 
appreciation of managers’ needs. On the downside, about 60 per cent of the 
advisors reported a substantially increased workload since managers began to 
call on them. 


The report concluded that, although some people in the department were 
weary of evaluations, the positive survey findings motivated employees. 


Quite often, departments are reluctant to deal with a central agency in matters 
like staffing because of previous bad experiences. Instead they use internal or 
external resources that already work for them. They go where they usually get 
the best service, regardless of formal policy. We may see even more of i 
tendency in the future. 


A central agency shapes up 


The PSC is currently taking steps to act on the results of a 1988 attitude 
survey that indicated it had to improve its service. The commission 
consequently created a "Focus on Service" task force whose members are 
consulting with PSC employees and clients to: 


¢ identify the significant factors influencing service quality; 

* identify successful PSC practices; and 

* get suggestions for enhancing service (the best will receive awards). 
The task force asked a cross-section of employees some key questions about 
service: 

1. What are we doing that should be continued? 

2. What are we doing that should be stopped? 

3. What are we not doing that should be started? 
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4. What do we do that should be changed? 
5. What is stopping us now from doing the best possible job? 


In a companion exercise, the task force will also solicit the views of external 
clients. 


This diagnostic activity will result in a report on overall service. The second 
step will be the formulation of proposals for action; these recommendations 
will be discussed at the Fall 1991 conference of PSC’s Senior Management 
Committee. 


Taking initiative 

The Minnesota Department of Labour and Industry (PSC Review 
Directorate, 1990) illustrates how service to external clients can be improved. 
Responsible for worker health and safety, the department has had to deal with 
an increased rate of work-related injuries. New health and safety legislation 
also made organizational change inevitable. The agency had to move from a 
reactive enforcement role to a more active, initiating role (as did the Foreign 
Investment Review Agency in Canada when it became Investment Canada). 


The transformation was effected by two senior officials with critical support 
from the agency’s head. 


Strategies for change included re-training and re-educating people at all levels 
of the organization, modifying reward systems to encourage innovation and 
putting on celebrations designed to create enthusiasm for the new way of 
doing things. ; 


The department started working harder to anticipate, rather than just react to, 
its clients’ needs. Frontline employees are in the best position to understand 
these needs and they usually have a lot to say about how policies and 
structures affect the quality of their work. The department acknowledged this 
by letting employees participate in designing its future. 
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No organization can please all of its stakeholders all of the time. Consider the 
case of Canada Post: 


You Win Some, You Lose Some 
The hostage-taking 


When postal service to a small village in British 
Columbia was reduced, local customers were angered ~ 
by what they saw as Canada Post's lack of concern for 
people in remote areas. When a Canada Post official 
visited the community and tried to explain the 
corporation’s actions, his vehicle was seized. 


Flamingos for Canada Post 


The magazine Reader's Digest had 149 pink flamingos 
installed Monday on the lawn of Canada Post’s 
headquarters on Riverside Drive at Heron Road. But 
the 1.7-million circulation magazine said it wasn’t 
“giving the bird" to the oft-maligned crown corporation 
— it was offering congratulations. 


Each flamingo represented one of the $149 million in 
annual profit that Canada Post recently announced. 
Ralph Hancox, president of Reader's Digest 
Association Canada Ltd., said in a statement that 
Canada Post deserved praise for "significant 
improvements" in its relationship with customers, 
employees and the general public since becoming a 
crown corporation in 1981. 


He said he hoped the recognition will encourage 
continued improvement. 


— Ottawa Citizen, Aug 1, 1990 
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9. An Ear to the Ground: Periodic Feedback Mechanisms 


Organizations that effectively accept and manage change engage in regular 
self-scrutiny. They know they can’t give their customers good service if 
employee morale is bad. So they make a point to find out what their staff, as 
well as their customers, are thinking. 


Surveys and climate reviews give decision-makers an objective way to 
discover what is contributing to or inhibiting higher performance. These 
investigations must not degenerate into witch hunts; their role should be 
entirely constructive. 


Climate reviews evaluate key issues like communication, teamwork, role 
clarity, motivation, organizational image, morale, problem-solving approaches 
and attitudes to change. Surveys can be used to assess working conditions, 
job satisfaction, or even specific policies and programs like PREA. 


All organizations should undergo a regular, comprehensive and objective self- 
appraisal. Some wait for auditors to do this — though auditors, in most cases, 
have a very limited mandate. Others (the adaptive ones) take the initiative, 
accept the risk and proceed with a more rigorous examination. A good 
analogy to the survey is the annual medical check-up: it shouldn’t be put off 
until a problem develops, it should be scheduled before something goes 
wrong. Don’t keep waiting for the "right" moment. Why not do it now? 


And there’s no point in doing it unless your organization is truly committed 
to an unflinching self-assessment, with everyone accepting responsibility for 
improving the organization’s (and their own) performance. Involve all 
employees, not just managers. Establish ground rules on anonymity’ and on 
feedback. Use carefully selected consultants, but don’t depend on them for the 
solutions. Consultants are facilitators, not content experts. Involve internal 
consultants as well; they will be critical to getting everyone working together. 


Make sure there is complete, consistent, systematic and simultaneous feedback 
— to all interested groups. Hide nothing. Don’t be paralyzed by bad news and 
don’t bother blaming the central agencies for your inability to. cope. Start 
action-planning workshops where employees can have their day in court and 
where they can propose reasonable improvements. Set up task forces to 
implement the plans of the more adaptive employees; as managers, you must 
be a part of their efforts. 


Remember, the survey (or whatever feedback tool you use) is only a means 
to an end — not an end in itself. If you just collate the resulting data and 
avoid doing anything about it, you will lose credibility. After a reasonable 
time, survey again to assess your progress. Celebrate milestones. Keep people 
focused on the opportunities the survey uncovers as well as the problems. 


Properly done, a survey shows the depth of your commitment to improving 
the organization, and it encourages employees to make a similar commitment. 
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If you fear a rebellion by your already survey-weary staff, you may have to 
be a little creative. Find out how other adaptive organizations have overcome 
their employees’ questionnaire phobia. Did they have a more positive culture 
to begin with? Was their need for self-examination more pressing? Were their 
leaders strongly committed to self-analysis? Maybe their methods can work 
for you too. 


CMHC is an example of a public sector organization that subjected itself to 
comprehensive self-analysis. It was the first Canadian corporation to use the 
Canadian Comprehensive Auditing Foundation’s effectiveness reporting 
framework in a major review. The results of the review were provided to the 
Board of Directors and then submitted for independent audit. (Future 
monographs of CCAF’s Applied Research Series will include other case 
studies prepared by government organizations that used the effectiveness 
reporting framework.) (CCAF, 1990) 


The framework consisted of 12 attributes of effectiveness. Several correspond 
to the characteristics of adaptive organizations already discussed in this report: 


¢ management direction: clear, well-understood objectives; 


* acceptance: the extent to which customers for whom a program is 
designed judge it to be satisfactory; 


* responsiveness: the ability to adapt to changes in markets, funding and 
technology; and 


¢ work environment: the extent to which the organization provides 
appropriate opportunities for development, and promotes commitment 
and initiative. (CCAF, 1990, Appendix 1) 


The results of CMHC’s self-examination in these areas have already been 
discussed under previous themes. But the process is also instructive. Managers 
were cold to the plan at first. They were uncertain about the benefits and 
apprehensive about how much effort they would have to put into it. After all, 
this wasn’t just another independent auditor coming in to ask questions. 
Managers had to devise specific criteria themselves and have them approved. 
They had not only significant responsibility but also significant control. There 
was also a great deal of consultation between managers and the auditing firm. 


Critical success factors for each of CMHC’s major programs and functional 
areas were developed. They showed what had to be achieved in each area to 
contribute to the organization’s total success. (For a summary of the 14 
management briefs on what they thought these success factors were, see 
CCAF, 1990, Appendix 2.) This was a major undertaking, considering that 
CMHC is involved in seven different lines of business. It’s the largest Crown 
Corporation, with $9 billion in assets and revenues of $1 billion annually. 


A variety of techniques were used. For example, corporate managers had to 
challenge each other; their suggestions were critically examined by people 
from other disciplines. This gave the whole process an integrity it might 
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otherwise have lacked. Once the exercise was completed, managers agreed 
that CMHC’s "self-challenging culture" made it easy to achieve this integrity. 


The CMHC exercise also incorporated the results of a Human Resource 
Climate Survey initiated in 1988. The participation rate for this survey was 
88 per cent. Compared to the other companies, CMHC scored average or | 
above average on virtually all 19 core factors. The Climate Survey is 
considered a key responsibility of the Vice-President, Human Resources. It 
provides managers with: "... a comprehensive assessment of ... . current 
strengths and weaknesses as seen through the eyes of employees and 
establishes a quantitative baseline for measuring and documenting . 
progress in Human Resources Management." (CCAF, 1990, p. 31) 


CMHC managers proposed the following criteria for an effective Human 
Resource Survey: 


¢ It should be developed according to a recognized methodology and 
includes critical dimensions of organizational effectiveness. 


e It should be administered on a cyclical basis. 


¢ Appropriate communication and survey administration ensure a high 
response rate. : 


¢ Results and their follow-up must be integrated into the ongoing 
management process. 


¢ The report should include comparisons with other companies and/or 
previous CMHC surveys. 


¢ Results are communicated to employees. 


CMHC implemented an action plan to deal with the problems highlighted in 
the survey. Focus groups from all regions and sectors will recommend 
corrective action. Could this sort of feedback mechanism have anything to do 
with the fact that 55 per cent of CMHC’s employees thought it was one of the 
best places to work and only 4 per cent had anything unfavourable to say? 
Moreover, 67 per cent said that if they had to begin again, they would still 
work for CMHC. 


Adaptive organizations take control of events; they don’t let themselves be 
manipulated. CMHC has done this in several ways. As early as 1984, the 
corporation responded adaptively to the need to transfer its social housing 
programs to provincial housing authorities. CMHC had to negotiate several 
operating agreements for very different programs. A group of employees 
representing all affected areas met briefly every morning to review progress, 
discuss issues and assign tasks. Minutes of all team meetings were kept; a 
milestone was acknowledged (the one hundredth meeting) and they received 
an award for successful performance. 


In 1986 the International Development Research Center (IDRC) began a 
10-week period of self-examination to assess its strategy and direction. The 
president told employees that it was time for more "down-and-out" 
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management and less dependence on higher authority. Working groups were 
formed to discuss issues like decentralization, training and communication. 
Many found the exercise inspiring. A renewed mission statement was. 
produced; employees were more aware of the need to be strong leaders and 
not depend on higher authority. (See also the discussion of Communications 
Canada’s survey in the section on Client Orientation.) 


The Department of Fisheries and Oceans (DFO) has an interesting way of 
getting employee feedback. At the conclusion of its July 1990 conference 
exploring the implications of "Beneath the Veneer" (the report of the Task 
Force on Barriers to Women), the 163 participants were asked to make 
recommendations. About 110 were submitted. These appeared in the published 
proceedings of the conference. (DFO, 1990) Readers of this document are 
being asked to check the box beside each recommendation that they support 
and send copies of the pages to the Communications Directorate. The data 
should be consolidated and presented in a future publication, permitting both 
concerted endorsement and focused action planning by a panel of employee — 
representatives. 


Periodic feedback mechanisms can take many forms — from a comprehensive 
survey of employee attitudes to very unstructured forums. Effective 
organizations often use several methods of self-diagnosis. The U.S. National 
Commission on the Public Service, which is analogous to PS 2000 (Volcker, 
1989), had five task forces and invited comments from various outside 
entities, including the Centre for Excellence in Government, universities, 
corporations and interested individuals. One of its recommendations was the 
establishment of a permanent independent advisory council to monitor the 
state of the public service and make recommendations for improvement. 


Canadian examples of organizational self-analysis include government-wide 
surveys (Zussman) and conferences like those set up by APEX. Public 
Servants involved in groups like the Public Policy Forum are obviously 
interested in how their department is viewed by the private sector and 
welcome feedback from business people. 


There are, of course, countless private-sector organizations that regularly 
conduct formal surveys to gauge both internal climate and external corporate 
image. Peters (1987) calls these surveys "listening devices". They are 
powerful tools in the right hands. IBM, for example, spends lavishly on 
questionnaire-based assessments and even uses the results to evaluate 
managers. They also act on the data — pronto. Once employees in a 
particular office have been informed of the survey results, they can usually 
expect a visit from a headquarters team. Because employees know the survey 
brings action, they take it very seriously. A public service manager who wants 
to do a survey had better be committed to doing something about the findings. 
Consider one of the corollaries to Murphy’s Law: "If you wait, it will go 
away — having done its damage." 
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More to Think About 


This section is a mixed bag of ideas, in no particular order, emerging from 
analysis of best practices, readings, etc. 


1. Read Tom Peters’ provocative book Thriving on Chaos. Though most 
of his cases and prescriptions are from the private sector (U.S. 
industry), there are many lessons for the astute, open-minded public 
sector manager. Especially if your organization delivers a relatively 
visible/tangible product or service to the public. 


Read between the lines: the challenges facing you are really not that 
different from those faced by many of Peters’ managers. You can 
absorb the spirit of his advice; you can adapt, to some degree, the 
tactics he describes. Keep in mind that legislative constraints are being 
removed and the climate of the public service is changing. Managers 
will have more latitude in the future. 


2. Review Byrd’s Creativity and Risk-Taking ‘Questionnaire. Use it to. 
assess your current style and how it may need to be changed. 


3. Reread the section "Exploring Different Perspectives". Do you need to 
do more cross-functional thinking and coalition-building? Keep up-to- 
date on what’s happening in other departments. Senior managers already 
do this routinely. At lower levels, it’s up to individual managers to keep 
abreast of developments. Things are apt to be much livelier after PS 
2000. Even the departmental newsletter can occasionally provide a lead. 
Can you get your hands on samples of all the newsletters of 
departments and crown corporations? If you’re intrigued by a particular 
initiative, ask the newsletter editor to put you in touch with the right 
person. Successful (adaptive) organizations and managers are constantly 
learning from others. Peters (1987) calls it "creative swiping". 


4. After PS 2000, the central agencies will have some new roles to play. 
They can end up being either part of the problem or part of the solution. 
Their traditional protectiveness must change to a policy of committed 
assistance. If you work for one of the regulatory bodies (internal audit 
or review branches, etc.) you should know that letting people take more 
risks means accepting that they will make more mistakes. Perhaps you 
can use different yardsticks to evaluate performance. Regulatory bodies 
should consider the intent as well as the results of change in any given 
department. 


Give some thought to copying others’ best practices (see the 1988 
Auditor General’s Report, "Well-Performing Organizations"). Evaluation 
criteria based on "least cost" must be changed to take social objectives, 
intent and risk-taking into account. Typically, when managers pursue 
these objectives and take more risks (while still being evaluated on the 
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least cost principle) mistakes are made that regulatory agencies tend to 
see as signs of managerial weakness. Attitudes must change. 


. Managers subject to the review of regulatory agencies (and who isn’t?) 


should welcome constructive criticism. For example, if a consultant or 
subordinate writes something about your shop or style that you know 
the auditors will see, don’t shoot the messenger. If you can make your 
case and show you acted in good faith by taking some calculated risks, 
you will survive. That kind of defense puts you in a better position (in 
the auditor’s eyes) than a raft of excuses or apologies for not always 
following the rules. 


. Read the PS 2000 Final Reports and the White Paper (Government of 


Canada, 1990) carefully. Evaluate each recommendation. Ask yourself 
if you know of anyone who has implemented some of them. For 
example, is anybody recruiting with the characteristics of adaptive 
people in mind? Keep track of progress (be a corporate historian). This 
may bring you and your colleagues unexpected dividends. A year from 
now, follow-up on the effectiveness of approved PS 2000 
recommendations; you may be able to show how your organization 
made them work in spite of the odds. 


. When you recruit, modify your selection criteria: 


* Emphasize the candidate’s accomplishments and experience in being 
part of a change process rather than pedigree (technical 
qualifications, level, position, rate of advancement in the hierarchy, 
etc.). The candidate may not have the "legitimacy" you traditionally 
considered important, but may have other qualities that will be 
essential — and more valuable — after PS 2000. \ 


* Review the qualities of adaptive people (described under the 
recruiting theme). Select those you consider especially important for 
the level of the position you need to fill. 


* Add other qualities to the profile, if necessary. Develop interview 
questions based on these qualities; look for indicators that will tell 
you the degree to which candidates are likely to display these 
qualities. Versatility, teamwork and creativity, for example, can be 
assessed in several ways. If you want, seek professional assistance 
from a behaviourial scientist. 


e You can borrow from other organizations, but keep in mind the 
distinctive culture of your work group and the culture and values of 
your department. Do the candidates share these values? Will they 
adapt to your (evolving) culture, challenge you with fresh viewpoints 
and be key players in managing change? 


Various organizations, like Canadian Pacific, have developed a short 
list of important characteristics and found creative ways to assess them 
in candidates. It held a six-month, nationwide series of focus groups 
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with outstanding employees. The data it collected inspired two types of 
structured recruiting interview: one for managers and one for rank-and- 
file employees. Some of the qualities sought included service- 
mindedness, flexibility, energy and initiative.. 


8. The references that follow provide important insights into managing 
change. They may require some translation to be relevant to the public 
service. Like this guide, they are intended only as one starting point. 
The rest is up to you. 
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THEMATIC INDEX 
Vision and Values 


oo BIC 

— CMHC (1988 survey) ) 

— DIAND (Deputies’ Council for Change) 
— National Parole Board 

DFO (address of DM to July Conference) 


| 


Leaders as Change Masters 


— Apple Computer (Sculley) 
— National Energy Board 


Recruiting Adaptive People 


— XYZ Company - Nininger 

— CEIC (Managerial Competencies) 
— PSC (two profiles) 

— PSC/Treasury Board 

— Citicorp 7 

— Japanese Public Service 

— American Public Service 

-— China Lake Naval Weapons Centre 
— PSC 


Empowerment, Risk-Taking and Resource Allocation 


— Consumer & Corporate Affairs (Trade-mark 
Examination Branch: Work at Home Program) 

— CEIC 

— Australian Public Service 

— Communications Canada 

— American Public Service 

— IDRC 

— Communications Canada — Spectrum Mgmt. Sector 

— EMR - Sherbrooke 

— American Public Service 

— Australian Public Service 

— Federal Republic of Germany 

— Japanese Public Service 
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Challenging Career Opportunities 
and Effective Incentive Systems 


— CMHC p. 45 
— CCA -— Office of the Superintendant of Bankruptcy p. 46 
— American Public Service p. 46 
— Japanese Public Service p. 47 


— CCA -— Office of Privatization and Un Bee 
Affairs (incentive plans) p 

— Treasury Board p. 

— CEIC (incentive plans) p. 48 

— Statistics Canada p 

— American Public Service (agencies) Pp 


Visibly Acknowledging Performance 


= ARC p. 53 
— CMHC p. 54 
— Saskatchewan Public Service p. 54 


Exploring Different Perspectives 


— RCMP Property Management Branch/DPW p. 55 
— Labour Canada (POWA) D:D) 
— Supply and Services (procurement process) p. 56 
— Japanese Public Service p. 56 
Improving Customer Service 

— USA: Love Canal 58 
— U.S. National Commission on the Public Service 59 
— IPAC 60 
— CEIC (philosophy) 60 
— IBM 


— Communications Canada 

— PSC (Focus on Service" Task Force) 
— Minnesota Dept. of Labour & Industry 
— Canada Post 


op op sp ye 
On 
— 


Periodic Feedback Mechanisms 


— CMHC (Canadian Comprehensive Auditing Foundation) 
— IDRC 

Fisheries and Oceans 

— U.S. National Commission on the Public Service 
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